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Top Officer

Aa the United States Army continues its redeployment from the historic Opera-
tion Desert Storm, much ia already belng written about a vietory brought about by
“high teeh” weapona systems. And while it is true that many of our systems proved
theeir warth inder demanding conditions, we should never forget that the quality of
the individual soldier isthe determining factor in battle, In fact, General Schwarzkopl
observed thatif the Iraqls had our weapons systems, and we had theirs, westill would
have defeated them because our soldiers were well wrained, well led, and believed in
what they were fighting for.

How did the United States produce these trained and ready soldiers who
performed so wellin combar? 1 believe the answer is our foeus on small unit training.
This focus is evident in the enormous investment we have made in the last decade,
both in our Cembat Tralning Centers and in developing our profassional Noncom-
missioned Officer Corps. Our soldlers today are trained and lad by the finest
noenhcommissioned officers T have baen privilaped to see in over 40 vears of service,
Our instinional training  from the Basic Moncommissioned Officers Course
through the Sergeants Major Course — coupled with a leader davelopment program
and operarional assignments that require sergeants to practice daily the skills they
have lzamed in the classroom, has preduced an NCO Corps that is the envy of the
world.

These skills are nowhera more evident than in the successful execution of small
unit missions at our Combat Training Centers. These centers (the Mational Training
Center at Fort Irwin, Calif,; the Combat Maneuver Training Center at Hohanfels,
Germany; the Joint Readiness Training Cenrer ar Fort Chaffee, Ark.; and the Battle
Command Training Program headquartered at Fort Leavenworth, Kan,) represent
the culmination of our individual, leader and unit mraining. Many of our soldiers
returning from Operation Desert Storm said the maining at the Combat Training
Cetiters was more demanding and challenging than actual combat,

Linita perfarm well at the CTCa and in eombat enly when at the lowest echelons
{fire teama throngh platoon) missiona are exceuted by trained and ready seldiers.
Successfulexecution atthislevel anly occura when sergeants are well trained in small
imit fundamentals: condiicting pre-eombat inspections, providing seeurity and
eoninter-security, locating the enemy, controlling fire distribution and maneuver, and
executing reconatitution. We shauld never forger that the platoon ia the highest level
in the entire fores stiictire that execites: and that the foundation of eur fire tearms,
crews, sqiacls and plateans is a professional, eampetentand committed NCO earps,

I eneenirage yon to read and disciss the atieles en “The NCO and Training™ ot
onir CTCs and in Olperation Deser Starm in this isaue. [ ehallenge you to contriburce
tovthis fine publication. You have an important eontribution te make in sharing your
expreriences in training and leading our saldicrs.

The primary lesson learned frara Operation Theaert Storm ia that well-trained and
led troaps with superior squi prment and dectrine can defeat a larger Army quickly and
with few casnalties. The NCTHCarps should tike great pride and satisfactien in their
iipontant and successhul rale in Hhis vital missian, Yo are on the entting edge of aur
Anny, W

John W, Fosa
Commanding General
U8, Army Training and Doctrine Convmand
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Front Caver: The New Sergeant Major of the Army
“Happy, proud, excited . . . a dream realized.”
That was the initial reactian of former | Carps and
Fort Lewis CSM Hichard A. Kidd when notified of
hia saleation az Sergeant Major of tha Army.

‘I've seen many improvements in our Army
durlng my earaer, the two blggast helng our
improved methods of raining and better equip-
ment. Soldiars have baen given the skills to do
their job and prepare them for their next lsader-
ship positlon,” he sald.

Kidd's advice lo soldiers aspiring lo be the
Army's top NCQ: “Attend courses in the NCO
Edurcation Sysltam. Seek leadership positions.
Become all you can be. | can't say it any belfter
than that "

- photo by SFC Bilt Horner

Top
NCO

There's an old Chinese proverh that
goes something like this: “May you live
in intetesting times.” T don't believe that
there are any af ns who wenld disagree
that we are in fact living in some very
interesting times.

Dhiring the past |8 mantha, aur Total
Aty has participated in bwa very sue-
ceasful eampaigns, Operation Just Cause
and Operation Desert Shicld/Deaert
Storm. The magnificent planning by our
leaders plaved an integral part in these
operations. However, the executlon of
these plans by our soldiers made our
combat suceesses possible.

Wehave made preatatrideaindevelop
ing battle focused training programs for
our noncommissioned officers. Tam con
vinced that these proprams have had a
slgnificant impaet onthe professionalism
of our eorps. In addition, ourtough, inno
vative and realistic training programs en
sured vietory and saved soldlers” lves,

History has aught us an imponant les
son that we must never forget. Poorly
tralned armles are susceptible to antack
which generally results in needless easu
olties and ulimately defeat. We, the lzad
ers of today’s Army, must not lose sight
of this valuable leason and must remain
focused on the srategic value of pro-
active leader development and training
pragramsa which are vital b maintaining,
and further improving the readiness of
PSR LN

Aswehegintoposiiion the NCOComs
foor the future, we niust not lose sight of
where we have been or whete we tieed o
go Chur azinith is elear.

Thenoneommissioned officer arole in
the Army of the fulire beecmes even
mire crifical. We munst enaire that our
leader develapment and fraiming pro-
grams remain focused and continne to
develap and train NCDk, prepared to
assume even greater responsibilities in
the fubure. D this we must never waiver.
Ohar soldiers expect and deserve no less,

O, Steven Blackwood
Cominand Sergeant Major
Aomy Mational Quard
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Army Tightens Standards

The message coming out of Depanment
of the Ammy is simple: If you're substan
dard, you'ne gone,

The Army announced in June that sev
eral peraonnel policies have baenrightened
to enhance foree quality. The Army is
makKing it easler for commanders to sepa-
rate substandard soldiers earlier.

The policy changes are designed lo
maintaln a quality force while meeting
mandares te reduce the number of person-
nel serving on active duty,

“As we begin focusing on reshaping the
Army, it is essential that we protect our
quality soldiers by distinguishing them
from those who do not meet estblished
standards,” said Lt Gen. William Rene in
a May 28 message (o the ekl

The policy changes address local bars lo
reenlistment, overweight, plivsical (ness,
drug abuse and rehabilitation, and elinina-
tion from MCOES courses,

One example of how soldiers are at-
fected; Previowsly comnmanders had the
option of separating seldiers who “'repeat-
edly failed” the Annw Phiysical Fitess Test

anel wha "displayed na significant or con
tinning progress boward mecting stan
dards "

[Inder the new palicy, if soldicra fail two
consecitive APFTs when no medieal rea
son exists, they face a mandatory bar 1o
reinlistment or will be separated from the
AT

Under the new poliey commanders will
e required to review o bar every three
maontha, with separation required if the bar
iastillin placeafterthe second three month
FEVicw.

Mandatory bars to recnlistment or sepa-
ration face soldiers who fall to make satis-
factary progtesa in the welghe control pro
gram after aix mentha, if nomeadieal reasen
exiats. Soldiers foce the same conse-
quences if they fail to maintain body fat
stamdareds within a vear after removal from
the welght control program.

Soldiers who report to professional mili-
tary schools (TDY or PCS) not meating
baody fat standards will be denied enroll-
ment, Also, a memorandum will be for-
warded to the first zeneral officer in the
losing or sending chain of command, The
memorandum will addressihe individual s

failure to maintain standards and the pos-
sible failure of the unit commander to iden-
tify and enroll that individual in the weight
control program,

Under the old drug abuse policy ser-
geants and above identified as illegal drug
abusers wera procassed for ceparation, All
otherstwice-identified asillepal drug abus-
ers also faced separalion.

Poliey reparding offivers, NCOs and
twice-identified drup abusers reains we
changed, Corporale and below identilied
as illegal drug abusers and having three ot
more vears of service will be processed lu
separation. Soldiers desigieied as relabili-
tative failures — aleohol or drugs — will e
processed for separalion,

If you are eluninaled for cause from
NCOES courses, you will face a manda-
{ory Lur o reenlistnent or separation pro-
veedings,

A separale messape, soon to be released,
will address sone modificalions to the
reenlistinent progran, retention contral,
and seleclive early retirement boards.

MSG Larry Whittaker
DCSFPER

Self-Development Test:
Burden of Study on You

SDT allecls you and your continued
success n (he Anny il you ae a sergeant,
glall sergeant or sergeant Tust class, An
acronym [or “Sell-Development Test,”
SDT iz atwo-lour, multiple-choice test for
soldiers of botl active and reserve Ay
connpunenls,

DA will Legin lesting active Armny
NCOs in Cutober., Testing Tor the reserve
components will begin in Cwlober 1992,
By MOS, each sergeant, stafl sergeant and
sergeant first class will take an SDT w
measure his or her abilities to know, com-
prehend and apply leaderchip and balile-
focused doctrine, SDT will alse messure
MCOs ability to know, comprehend aml
apply published technical and tactical tech-
niques and procedures to scenario-driven
taultiple cholee quastions,

The SDT swesses the “know yourself
and seek self improvement™ principle of
leadership. It is vour respongibility to train

yvourself in the 500-plus pages ol [eld
manuals pertaining to leadership and rain-
ing docrrine, There will be no duty time or
classes devoted to SDT preparation. Nor
will NCOES and NCO functional courses
teach the SDT.

Senior NCOe cannot study for you or
taka duty time to rain you for the SDT, bul
they can create and control the duty envi-
ronment. DA direcs all NCOs (o train the
MOSs, the basic skills and the attributes of
aaoldier. These are the same thinps that the
SDT testa.

The SDT reinforees the need for NCOs
ta apply Army doetrine to “real world”
situntions. As an NCO, you must know
doctrine if youare to transmit knowledge o
thaae yau lead.

SDT results for the active component
will be provided to each NCO beginning in
FY 22 However, DA plans will not link the
teanlts ta the Enlisted Personne] Manage
tnent System until FY 94,

T be sueceasful on the SDT, soldiers
st tead, know and apply leadership and

2

Latile-tocused doctrine every day. 'L'o pre-
pare fon tesding, you must conumnit persomnal
e o sludy,

Commanders will reguest, receive and
distribute Field Manuals 22- 10071011102
and 25-101 wilhin their units in tune for
you Lo study e, They will also schedule
test dates within TRADOC windows
based on compeling woit poocities. After
the inilial ssue of 5DT publications, each
PLDC graduate will be ssued copies,

To ansure that testing i Fair, SDT propu-
nents are soliciting help from (le Deld, 1§
you fael test questions miss the mark, sub-
mit concems through your chain of com-
mand. Concerns on the technizal and taci-
cal portion will be forwarded to the propo-
nent for that particular MOS. Coneerns vn
the leadership portion will go to the Cenler
for Army Leadarship, Questions on batile-
foeused maining will go to the Combinad
Arma Command.

SGM Joscph E. Whittenberger
1T5AEMA
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CIH Gardan U sulivan s the Army's 32nd Chleld of St As Vooe Crler of saaff, and s
pree ons gssignment 2s the Armg's Deputy Chief of Staf for Operations and Mans, Gen
silian helned devise the new force struco.re for coe fulure Arry. Frior o diose
assid ments he served as Deouty ChisFo® 5tab for Support of NATOS Cenfeal drmy Lroiip
i FLroae, and a5 Ue puty commandant of the LS, anmy Comimand and General StalT Collepe
al Fort Lezvernvwoth, Kan. Sullivan's awards include the Cistngiished Sesdoe Meoal Brmnme
SEEE, PUR e HEAT and COMS0 IN@ITryman s Bacee,

Senior NCOs Can Benefit
from Ranger Training

Ranger Sclwol s long been accepted as
the Ay s premnien Jeaderslhipoourse, bul,
oo oflen, senion NCOs shy away trom
wlit could be their most rewarding train-
g experieie,

For imwst ol Use last 40 vears, the focus of
Fanper Schoul was e squad leader, pla-
lown sergeant and platoon leader. That’s
loea e, Lecuuse {le course yields tremen-
dowus dividends 1o all highly motivated
professional NOOs who allend and graduo-
ale, Besides the cliallenge and the apporty-
uily fon professiomal giowth and develop-
tenld, inove tangible benehits exist,

The FY 88 and 8% O8I 11 promotions
o SGMJC5M lotaled 164 promobions, 5
Lweinng Raangers, The FY 90 master sergeant
selection board resulted 428 11H promio-
lions, 23 being Rangers. Clearly the seniar
NCO with Banger training has a promolion
advanlage over lus contemporanes, and
theskill level 3 soldier whohasn tattended
Eanger Schwol should consider doing so.

CEM Froederiek Weekley
Rangar Training Bde.

New Common 'Task Tiesl
to be Fielded in October

Army sergeants will have to prove they
know more than just the hasics when the
pew Conumon Task Test is fielded Ot |

“Progressive and sequential™ 15 how of-
hicials describe the revised test, which will
evaluate sergeants, statt sergeants and ser-
pesnls fust class on leadership sklls and
ulhies tasks consistent with their skall leve ls.
The curent C'1L consists solely of skill
level 1 tasks,

“As it is now, there are o common
lealen tasks tested inthe C'UL, soovon have
a selpeant Hist class taking the same test as
aprivale,” said James Tuipp, deputy direc-
for of the Individual Tramimg Evaluation
Diractorate, U.S, Army Training Supperd
Centar at Forl Evelis, Va,

The change is part of an MO0 leader

Dievelopment Action Plan approved by the
Asy chief of statt in October, 1989, '1'he
plan includes 18 reconunendations — 10
ol which bave alieady been nplemented
— o Mensure e continued protessional
prowth of (he NCO Corps,” according (o
SGM Ruby Wilhiers ol the Leader Devel-
opmeant Ofliee al Fort Lesvenworth, Ean.

Serpeants frel class and below have
baan taking the annual Common Task Tesl
cince 1984, Bepinning i Niscal 1992,
W0 will be lested on ile smne 12 $kill
level one wmeks as junior enlisted suldiers,
plus two additional lasks [or each level of
responsibilicy,

Trainers from the major Anoy co-
mands and the Mational Training Center at
Fort Irwin, select the CTT tasks based on
akills that they deem most critical to their
paricuinr mission and w Daniefieid sur-
vival, ond on weaknesses demonstrated

during antial rotations throagh the NTC,
saic Tripp Their selections ane then com-
piled and teleassd by the Training and
Droctrine Command at Port Manroe, Va.

A the past, administration and evalu-
ation of the CT'L will be conducted either
during collective trainng or at staticms sef
upspecifically for CTT testing, Whenever
pussible, leaders should incorporate (7171
evaluations into Held exercises, and tor
maxinmun effectiveness leader tasks also
should be evaluated in a tield training envi-
voncent, Tripp said,

OfMicials sayv while there is nodirect link
Ler ey CTT sonnd prcamodion or retention,
vornanders often consider asaldier’s per-
formance un the CTT lest when preparing
MCO Evaluation Reponts,

SFC Efroy Gurcia
ARNEWS
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News & Issues

Reserve Component NCOES
Now Linked with Promotion

The Reserve Component Nonconuuis-
sioned Officer Education Svslemm (RC-
NCOESY is undergoing signilicant
changes. Some inplementing docwnenta-
tion has been released, some Das just [in-
ishved Uve stalfing process and will be pe-
lessed soon.

RC-NCOES has been linked with pro-
maotion from 330 through 300 since
1937 {the ARNG has required FLDC for
S50 since 194H5), Because BNOOE and
ANCOE phase U (MOS-specitic) was
developed and helded over time, it was
drapped as a prerequisite, and only phase
| feammon leader lraining ) of each conrse
has been required for promotion to 51°C
and M50, respectively. Since TRADOC
now has the majority of phase 1 developed
and available for use in Beserve Compo-
nent “I'raining Institubions, 1t will anee
again hecome a reqmrement for prome-
tiom eensideration on 1 Chefober 19491

In reaponse ko a recommencdation in the
NUO Teader Development Achion Plan,
heginning with FY 92, RO-NCOES stu-
dent rank will be realigned with the, poal
that:

* CPLs/SPCsattend PLDC in prepara
ton for dury as leaders in the rank of
5GT,

* 5GTsattend BNCOC in preparation
for dury as leadera in the rank of S5G

* 55Gs attend ANCOC in preparation
fordury aaleaders inthe rank of SFC;
and,

* MEGa/18Gaattend the SGM Courae
in preparation for duty as leaders in
the ranks of SGM and CSM.

Effective FY 93, RO-NCDES linkage

with promction alse will be realigned.
FLOC will be tequited far prommotion to
SGT, BNCOK for S50 and AMNOO for
SFC. The ARMG will tequine the SGR
Conrae for pramation to SGR and CSN
beginning with FY 93, and the TS AR will
implement that requirement ane year laler.

The realignment allaws for a waiver of

ane year for soldiers whose military edu-
cation was interupted (e.g., Opetation
Deaert Shield/Storm). The waiver wonld
allew the soldier to be cansiderad by a
pramation board without having the re-
quired education. However, the soldier
would have to complete the mandatory
raining before actually belng promoted.

Reserve Training Direclorate

DAVIS Helps 'Trainers Loeafe
Hard-to-Find Films

A compuiter program called the Detense
Aundicviznal Infarmation System can help
wem meet your raining needs. The system
containsevery andiovisual pragram within
the Defense Nepartment. Located at
Wiright-Pattersom AL, Do, DAYIES is
accessible from computer terminals
thraughout the warld.

Y our post or technical librarian, director
of inhormation management or Jocal liain-
g aids office should be able to help you
gain access to DAVIS, Onee in the systein
it 15 very easy to use, informstion in e
program includes audiovisual production
identification numbers, release numnbers,
when prodoced, when released, g
tiimes and 4 synopsis of ech production,

There are thousands ol propgruns in
DAVIZ — lwwsands of vpporlunities for
trainers W get helpintheir onpeing elfortio
Lecome betler lrainers,

C5M Joc I Marrow
Alabama Army National Guard

Availability Opens Doors to
NG Professional Development

Mational Guard soldiers; your ace in the
hole when it comes to protessional devel-
opment training lies in yowr ability and
willingness to report for training on shot
nitice,

To increase vour adds of being selected
tor tonmal schooling, nobify your state and
Mational Guard Bureau that youace willug
and wnmediately available for baining,
Call attention w Uil Gact in Qe renrarks
bloc ke of the sclhool application. Underlige,
Liglliglat, werite @b i Large lelbers, but el
vour yuola masper lo olice,

Lo acddition, lelp your stale schools man-
ager Ly giving him vour phone number and
cheching Mreguently lo see il school open-
Ings are coming available,

MESG Frank Yoakum
Aberdeen Proving Ground, Md.

Wyouweuldlike o receive furure issues of The
SO ommal use the procedores in VA Pan
25 33 and DA Form 1 2-05-E, Bleck G041,

NCOES Conference
Surfaces Issues

When the Army recently announced that
it wionld be toughening retention stan-
dards, the points emphasized in this col-
wmnn last issue gained new signiticance and
bear repeating,

Physical filness and communicalions
skills were major topics of discussion at
this year's world-wide NCOES confer-
ence. When soldiens repord 10 NCOES
courses wiable to pass the APFT the nega-
tive resull affects Lot soldiers amd e
systern, Soldiers disnissed from e course
receive negative academic reports et go
it their personnel reconds, scace travel
funds are needlessly depleted and more
qualified soldiers are denied the clance (o
attend couses.

Physical fitnees is the responsibility of
individual eoldiers and their unite, Physical
fitnese training in the MCOES is“train-tha-
trainer” vriented, designed lo enhance a
noncommissioned offeer's ability to train,
improve and sustain subordinates, not to
sustain individual litness,

Anendees had similar complalns about
soldiers who do not meet weight standards
when they repon for schooling. The new
HOQDA policy change denies enrollmentin
professional davelopment coursesto over
weight soldiers in a PCS atarua. The soldier
will be reassizned to the instllatlon or be
reasslpned by PERSCOM to meet the
needs of the Army.

Another 1ssue was soldiers who report
for schonling without taking the Test of
Achilt Basic Cdncation. Training develap-
ers s TATE resnlts to tailar lesson plans
and reference material to shadent reading
levels. Trainers tse TAUL resulls ta iden-
tify and assist students who may have poor
reachng and comprehension skills.

Evaluation by TABE provides a valu-
uble ool for e Aoy and the individual by
helping suldiers spol their weaknesses and
develop plans to improve communication
skills, The earlier in their careers thal sol-
diers begin improving their communica-
tion skills, the more successful they will be
as they advance in schooling and rank.

It i3 equally imporant for acnior non-
commissioned officers to set the example
far aubwtelinates hy eontinning to improve
their own commumication akills.

SGM Dan Murphy
TISAEMA, Training and Dinctrine
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Battle Focused Training
is the Key to Readiness

Ry COT. Edward Soriano
anid CPT Timnthy A. Vaono

Tn Movember 1988, the Army formal
ized the evelution of its modern tralning
doctrine with the publication of FM 25
L0, “Training the Force.” Reflecting
mare than three vears of review and refing
ment, this capstone manual provides the
kev principlas that must guida all training.
Irsolidifies the imponance of, and require-
ment for, tough, realistic, multi-echelon,
combined arms training as the primary
means to develop and challenge soldiars,

While it is applicable to every laader,
FM 25 100 focuses primarily on the re-
sponsibilities of senior active and Reserve
commanders, command sergeants major,
and siaffs atlevels abovabatialion, Earlv in
the development of the new docirine, it
became clear there was a need for addi-
rional guidance io betier apply the cun-
cepts of FM 25-100 in battalions and com-
panies. The procedures these units were
using o document and implement training
programs were often varied and some-
times ineffactive.

Accordingly, FM 25-101, “Baule Fo-
cused Training,” fills the void and serves
a3 a “how to” manual for units in the field.
FM 25 101 complements and supple-
ments FM 25100, and supersades pravi
ous manuals goveming unit lavel training.
Ita primary intene: Provide the beat meth
odla for unita ta plan, exeeute, assess and
manage training.

Both netive and reserve component
leaders were involved in developing and
publishing FM25-101. Everyone from the
Chicf of Staff and Sergeant Major of the
Army ta captainaand sergeants from every
branch and compenent of the foree pro
vided eamments and suggestions, con
atantly refining the FM.

In additicn, each TRATIOH sehonl, di-
vision commanders and the Senior Leader
Training Conference all reviewed the
manial.

“I'he proper execution of training to standard is a
difficult but rewarding process. It places a signifi-
cant burden on the trainer in terms of preparation
and assessment of performance. The pay-off for
properly executed training is a unit trained to stan
dard on ils warlime mission.”

- FM 25-101

Fivi 25-101 is orpanized o be an easy
reference and guide for day-to-day upera-
tions in units across the spectrum of the
Army, Training documenls from a nu-
tional division fonm the bases [or develop-
ing several different battalion Imining
management programs, The nenual pro-
vides practical lips, lechnigues and proce-
dures on rskiog raining work any wnit,

Chaplers are lilled and vrgaod zed lomi-
ror those o FM 25-100, FM 25-101 [usi
provides an overview of Anny aining
doctrine,

Mext, there iz a discussion of mission
sgsential task list development, Several
chapters then describe how to plan, ex-
acuie and assess training. Finally, a series
of appendices applies these guidelines o
noticnal units using concreie, real-world
examples and explores other important
training issues in more dapth.

The manual emphasizes the roles of
battalion commander and staff, company
level commanders, and every other officer
and NCO leader within the battalion. The
following sections highlizht some of the
major areas coverad by Fivf 23 101.

Traming Overview

Theer pnznineal prowvickes ain overview of the
taining syslems and helps clarify the es-
senlial responsibilities of punior officers
atd NOCOs,

Chapler 1 stresses (uat (o ensure collec-
tive events are always linked (o individual
soldier and leader tasks, conunanders
must be personally involved i every
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aspect ol iaining, Collective training isthe
responsibility of unit officers, NCOs are
responsible Tor taining individual =ol-
diers, squads, sections and crews.

These 1esponsibililies, plus the critical
Linkape Letween soldier and collective
Gasks, ae the foundation for a common-
sense braining approach enabling a wt to
aclieve sustainable, overall proficiency

Then, when such a uwnt maintains a
relatively constant level ot readiness cver
# petiod of time, it is described as being
withia "band of excellence,™ Within this
Lad, lraining is repealed only at the fre-
guency necessaty Lo sustain proficiency.

Scarve resources can then be allocated
where (hey are most needed, thus ensuring
thal critical deliciencies receive e most
emphasie, These areas are identified
through a review of the unit's METL.

METL Development

In chapter 2, I'M 25-101 maves tooa
discussion of the MUETL, Whenever pos-
sible, every traming apporfuniky shonld
have a “hattle focus ™ This 18 a concept
used to denve peacetime training redquiire-
ments from wartime missions. These re-
gquirements become the focal point for a
copunander s traimng plan and are artici-
lated as the vmt's METL.

Every training event — collective and
soldier = should be driven by the METL.
Newly assigned commanders, or those
willy pew wartine missions, inust develop
ol adjust thelr METLs to ensuwre there is a
pracvtical link between collective tasks and



Battle Focused Training
individual ballle tasks.

An excellent example of this process
vecuned when a mechanized infantry bat-
lalion deployed from Fort Polk to Panama
i eaily 1989, several months betone Op-
eralion Just Cause, Inmediately upon re-
ceiving orders, the battalion commander
reviewed and revised his MUETL since his
new responsibilities were a radical depar-
hwe from his previous Europe-onented
wartime mission,

Subsequently, another mechamized in-
tantry battalion rotated to 'anama and
used the METTL with minor alterations
The METL's effectivensss was validatecd
when this baHalion went inta eombat. The
tasks previomsly noted proved to be essen-
tial b wartime operations.

B 25111 describes how to make
MUTTL revisions and provides a tmodel
showing how crfical collechive tasks de-
fined by a division commander flow
thremigh suhowdinate headgquarters and be-
cormie specific tasks for the soldier.

While theae tasks are determined by
enllective taska from above, they must
alwayasupport and complement the over
all training plan, incorporating the actual
needs of each echelon.

Paasibly the mast valuable teol avail
ahle te the Army for preparing units for
eammbat aperations is the Combat Training
Center pragram. Tt ia comprised of the
Matinnal Training Center, Ft. Irwin, Calif;
The Combat Maneuver Training Center,
Germany; the Joint Readiness Tralning
Cenrer, Ft. Chaffee, Atk and the Battle
Command Training Progtam.

Each of theae training assets allows ae
tivi: and Reseree component farees to ex
perienes “hands-on” training ina stressful,
near-cotbat environment built fo exereiae
all o peticns of the unit’s METT.

Planning

In Chapter 3, the manual outlines prin-
ciples of planning baced on the
commander’s vision of the best meane to
prepare units for war, To better devalop an
appropriate training vision, a commander
should use several different scurces to
assess proficiency on METL msks.

These actions occur bafore beginning
the planning phase. The commandear usas
his own experience and input from his
CSM and staff, as well as hia commandera
and their first sergeants, to rate cach collee
tive task aaeither T (trained), P (heeda
practiee), or U (untrained).

"The ratings then provice the basis for the
quarterly training hoief nsed by achive diry
commanders and the yearly training hrief
used by Reserve comtmancders.

Thess fanims resull in raining “agree-
ments” between senicor and snbordinate
commanders. Fach briefing explaing and
salidifies training plans proposed by indi-
vidual units The FM provides nseful
samples of hricfing slides and fortats.

After the appropriate strategy is final-
iredd, commander and staff plan and pre-
pare for each training event. One aof the
mnat important seetions of the FM ad
dresses the importance of “well-atrue-
tured, well-arganized and repetitive” bat
talion- and eompany-level training meet
ings. Several tipa are given to help moke
these mectings mare focused and produe
tive. Sugpested participants and agendas
are alan outlined.

A key clement of every meeting agenda
should be a diseussion of pre exceution
cheeka to guarantee their inclusion on

“Senior NCOs are
responsible for getting
soldiers, subordinale
leaders and units to the
training site. They
ensure that soldiers are
at the right location, in
the right uniform, with
the right equipment,
at the right time ... ™
-FM 25101

training schedules and in training plans.

Cheeks provide the attention to detall
needed to use resourees efficiently and
ensure raining is condueted as planned.

Pre-cxcention cheeks help leaders focus
on regquirements for preparation and eoor-
dinatiat hy the trainersand the individuals
te he trained. Withaut pre-cxcention
checks, sicceasfiul execution is a matter of
lick

Exccution

Chapter 4 reinforces the importance of
quality execulion, stating thal “assess-
ment, METL development and planning
are important bur ineffective if we don't
ensure that scheduled training 1s execured
vigorously to standard and on thme.”

In the final analysls, well presented,
repetitiously practiced and properly
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petfermed raining prevides the anly eer-
tainty that scldicra will be ready for com
hat. The key is personal involvement by
the entite chain of command.

FM 25-101 delineates roles and reapon
sibilities in the execution of training for
eachtask trained. Well defined and strletly
enforced atandards are the foundation of
an effective and diseiplined Army. In the
years ahead, the Army must reemphasize
ita standarda if it is to meet its smategic
reaponaibilitics.

Assessment

While assessment, discussed i Chapter
I, is the last phase of battle focused train-
ing, itis not necessarily the end of atraining
event, Once a unit determines its level of
proficiency on certain tasks, it muost then
adjust its plans toaccommodate additional
tzaining and focus resources on tasks not
perfonmned to standard,

A consistent and recurming assessment
will prevent units from *peaking” for ma-
Jor training events Sustainment training is
the crtical element in keeping nnits within
the band of excellence. Foemal and infor-
mal, intermal and extermnal evaluations pro-
vide an overall “snapshal™ of the imit's
readiness and its procedures.

An alter action review is enfical to any
traming event. It helps participants in-
crease knowledge and praficiency, allow-
ing them ta teach themselves “what hap-
pened, why it happened, and how it can he
done befter ™ In this way, l=ssoms are rein-
tareedd and etfectively leamed.

1A 25111 is eme of the most important
and usetul publications the Army has pro-
duced. Personal involvement by Army
senior leadership and input of officers and
NCDs at all levels will ensure its continued
value and applicabality Army-wide,

Tomorrow's smaller Avny st con-
linue 1o e guality force, always trained
and ready, The pation will continpe (o
dermznd e ubmest professionalism and
readiness from ils soldiers,

Training must continue lobe thoroughly
planned, well-execuled and Tully assessed
by unils across e Tolal Anny.,

FM 25-101 will leelp get us these, It's up
lo every leader lo understand and apply ils
prineiples and lechnigues, W

OO Edward Soriane (s nssigned to the
Office of the Secrerary of Defense.

0 Tmathy AL Puono istiv &4, Ard R, Tst
Fld Armv., Ysr drmd, Div, Gerneany,
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by €5M James C. McKinney with
CSM Lyle €. Danicls and MSG
Michuel Lawson

Ini thie Liest of the attack, and affer threa
prugling dayvs of “combat,” the NCTs in
(hee Blue simored cavalry squadnon formed
i Tl Lo even think about digging it their
Lanks, Gelting kills. That seenwed ta be the
thing to do as apposing foree wehicles
toated down on them thromgh covering
suiwke, But the Bloe forces fompht on,
killing at least 15 enemy tanks before
Lesiing bakoenn out,

Were mistakes made!? Yes Were the
NCOs who made themselves vilnerable
io atlack losars? Nol on your lite, tor this
iz simulaled combeat baining like no place
elsa n Burope. Simulated, ves. Butthereis
no ek ul intensity, as any NCO who has
pong through a Guee-week rotation at the
Combat Manewver Training Center can
artest, The training ares at Hohentels,
Germmany, provides soldiers the oppartu-
nity to manewver al atlalion level tnder
conditions they would [ace ina European
confliet, All who train here, all who leam
here, leave as winners,

One of the missions of a combeal lrain-
ing canter is to test the ability of nonecom-
missioned officers o lead soldiers in
banlz undar simulated, but realistic and
challenzing conditions.

Whether in the desert eande of Ft, Irwin,
Calif. or through the mud and mire at
Hohenfels, NCOs must be able to train

sequads, platoons and units and lead them
through cach situation to perform their
wartime mission. That isn’t always easy.

It takes o combined ams team effort
and starta well before the tank crew, artil-
lery battery, or infantry squad hits the
training arca. It begins with unit training:
with NCOs conducting individual eoun-
acling and individual training to prepare
their soldiers to stand up to the most
arreasful situations.

By conducting this training, the NCO
huilds a eahesive element that is able o
work together and nccomplish the mis-
sion. That echesiveness must be in place
when theunitarrives atthe trakning center,
NCDs in charge of a combat, combat
support or combat service support ele
ment mist understand the importance of
temgh, tealistic and Mission Essential
Task List based training if they are to
modivate their aoldiers to work as a team
and siccessfully meet the standarda set by
the cenlter

CMTE s standardzare high beeause the
purpese of the training isto preacrve lives,
When the stress and fatigie of the bartle
set in, pullng tegether as a team beeomes
critical.

NCOs alan need to know what is ex-
pected of their saldiers from the chacrverf
controllers at the traning site. Seldiers
need Lo know what the requirements state
Thalonly comes from NC s whatake the
iniliative to find out what the require-
e ls mie.

Olserver controllers, doctninal experts
who assess decision-making and player’s
avtions i the field, provide feedback
hroughuoul e rotation, pausing after ev-
ery trallle o discuss what went nght and
whal wenl wiung.

OC%: use doctrine, They do not work
with chiecklisls, They are trainers rather
than evalualoms — bainers who help sol-
diens apply doctrine to their operations
Dhuring unil rotations, OCs aid soldiers by
Luilding v stiengtls and eliminating er-
Tors a5 unils praclice maneuvers.

WCOs wt all levels are being trained at
the CMTC, Tauk conunanders and crews
aren't the only enes being observed, From
the corporal leading a rifle squed, to the
command sergeant major of a bultalion,
avery NCO musl lead and molivate sol-
diers to perfonn their mission efficiently
and effectively, Whether it be a suppoit-
ing or lzadership role, it i important Usat
all NCOs know their responeibililies prio
to arriving at the training center and be
prepared to perform those roles,

Forthe young NCO, success in training
comes from studying and mastering lashs,
passing these skills on to their subondi-
natea and rining their soldiersto perform
s a teat. Using knowledpe gained in
school, past experience and unit puide-
lines, acrgeants should schedule rehears-
als s aquad members know their jobe and
can do them on demand,

The young squad leader must also be
the moat inquisitive soldier of the squad.
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Training for Combat

always asking questions aboul silualions,
tetics and strategy tal may nol e cov-
ered in operations vrders. Squad lesders
met know (hetactical situations, The only
way lhey can properly prepare their
sypuacs s o ask Qe question nol covered in
the brielings, Il leaders don’l lave the
answers, then (hey should find and pass
the infurmation vnso Bt e sguad s ully
mluvrmed and able W repond w whal
could be the unknown,

The syuad leader must be willing
lesun [romn e experience al e teaining
venler, Squeds and crews ane going (o be
thoroughly stressed, and esults Tom
evaluations way nol alwayvs be to the
leader”s liking. The leader may be placed
i a situation where resonnces are lumated.
That 1s when leaders must be able to
pertorm by making the most of what 1s
available. This is where the young NCO
hecomes atrue leader: Rancommissionied
otticers must set high personal standards,
and thereby instill the same standards in
subardinates, The more positive the lead-
ership, the more the squad will leam and
henefit from the center sxpenence

The same can be said for senier NOTls
leading, platocing and eompanies. They
have more respansibilities and must mati-
vate maore saldiers, bt the basie tequire-
ments af knowing the job, raining sol-
diers ta da the joh and providing the sup-
port they need to camplete the mission are
the saiie

The detnands of leadership are the sane
for staft NCOOs, Too many combat anns
NCOs treat statt jobs as femporary posi-
livns (o be tolerated wntil they can get
teassigned 1o oa line unit,

YWet statt roles are important, Seasoned
nonoominissioned officers who have seen
operations go wrong when a statt’s plan-
reng, and lagistics are tested m “the real
wiopld"™ Lave a special insight that may be
muissed by other team members who
haven' had the same experience. Lin addi-
tion, each member conbribules specific
shills and koowledpe to e teun, NCOs
can play @ vital role i making lraining
realistic and in helping lo develop plans
for [ulure exercises,

IF stalls il to restock wmmo, fur ex-
ample, or [ail te take the tme needed for
viehicle maintenawee, Qwair commanders
st Dght with less anumunition and

fewer vehicles. Il casuallies aren'( trealed

within the prescribesd Gimoe, they'te de-
Clared “killead,™ resulling in manpower
shorbages.

O3 leenr, MOk e "L used inestabilizhing
plans and waining, so they muost asserd
themselves instalf Tunctions (o forcefully
sell el “produd”; Expetenced non-
commissioned oflivers must make il
known thal ey are ol the “colfee mak-
e [ur e stal T divectonte, bul an inpo-
Lant prart of e plans and policy process,

Al thee sanne tie, the stalf WCO cannot
allond (o be discowaged if advice is oot
accepted. Oflen, soldies will po into
shiell because what they considered im-
portant mput foa plan was not acce pled by
the statt. They may become reluctant to
provide informabion s panst nat aceur
IV s up ke the shalf OO o provide know |-
ecdae acquired throngh years of sxperi-
ence in the field and keep suhrmitting that
knorwledge and expenence inta the plan-
ning stages.

Cine other thang that is inportant to the
success of an NOCO at a C1C: Faouly
support. Many spouses are independent
atd dem’t appreciate overbearing assis-
tance. Yet all sponses need some snppart
when thear saldier sponises are away train-
ing Thehest leaders arethose whoensune
theirown Familiesknow where to goto get
help, and enentirage their spotizes o be-
cone part of the family ehain of suppon.

Spouises of senior MU are experi-
enced in dealing with fanuly separations
and know how to handle situabicns when
they arise. It they voluntesr it, their expe-
vience can help alleviale nuaany of e dif-
ficulties Faced by vounger Canilies.

The pevinks in this article will help any
NOO while training at any combat train-
ing center. Preblems arise when one ia
not prepared. Training soldicrs befare
deployment, knawing what 1o do ance
they get ta the training eenter, eontribut-
ing to the proceas while there and ensur-
ing that familics at home are supported
will help any MO0 acecmplish the main
ahjective af the CTC mission: Training
for combat.

CSM Jawes T, MeKiiney a5 Camaniaid
Sargeant Major of Sevenih Army Train-
i Cornand. C5M Lvle © Doedels and
M&G Michael Lawsan are with the cont-
bined maneaver wralning conter in
Hafwnfels.

A Look at
Europe's Most
sophisticated
Training site

The Combat Maneuver Training
Center, a 44,000-acre sile in Hohenfels,
Genmany, hoste some 50,000 soldiens:
each year and offers thnee-week tain-
g retalions in mareuven st baltalion
level,

In concept, the CMTC models itsell
aller the National Training Cenler al Fi.
Trwin, Calil,

In tervain and i environinent, the
conbrastis st ke CMTC s traindong envi-
pormreent of rolling hills, thick woods
and tank-stopping mud offers condi-
tions that soldiers wounld face ina Euno-
pean conflict,

KTC, of course, provides scorching
ternperatures, sand, and mounlainous
desert lerrain, However, like NTC,
CMTC offers tankers and mechanized
nfanttymen a chance to leam from
their mistakes under simulated, but
very tealistic combat condifions,

Although cumrent palitical comdi-
tiois redice the hkelihood of 8 Euro-
pean conflict, the training soldiers at
CMTC peceive provides a stresstul,
realislic experience Hut directly relales
ta the intensily of annored combal on
any front,

A permanently based OFFOR will
continue 1o use basic tactics, operating
according to threat doctrine — attack-
ing only when they outnumber the Blue
[eree by 3-lo-1, moving their vehicles
in simple line fenmations unlil cenlact,
and advancing under cover of smoke,

In the past, rotational OPFOR unils
vould not always take advanlage of
Blue mistakes, Now that there is a per-
manent CPFOR on board, not only are
mistakes identified, they can be more
easily exploited,

As a result, the units who rotated
through the CMTC before going into
Desent Storm benefited enormously
fram the tough, realistic, battle focusad
training. The CMTC gave them a win
ning edge which made vietory easier to
achieve and helped keep casualtieslow.
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JRTC and Combat Success

By CSM Autrail Cobb

The lessons noncommissioned officers
learn at the Joint Readiness Training Cen-
ter at Fort Chaffee, Ark., reinforce battle-
field tasks and leadership principles appli-
cable to all NCOs Army wide. Thousands
of NCOs count themselves among the
light infantry soldiers the JRTC has
trained in combat operations. They have
returned to their home stations more expe-
rienced and better able to develop their
own unit training packages.

Soldiers from four groups — special
operations forces, conventional Army
units, Air Force military airlift command
units and Air Force Tactical Air Com-
mand units — leam a lot about the Combat
Critical Tasks lessons leamed that are
essential to success on the battlefield.

The first of these CCT lessonslearned is
the decentralized leadership concept. Jun-
ior leaders, givenalargerrole inmanaging
their soldiers’ time, tap a gold mine of
innovative and creative abilities in more
efficiently accomplishing their missions.

In low-intensity combat, senior leaders
must be able to designate duties and re-
sponsibilities to the lowest man in the unit
— in other words, have confidence that
their soldiers have been trained to make
and carry out decisions under stress,

At JRTC, we stress to the senior NCO
leadership that platoons and squads must
operate with a minimum of guidance,
reacting independently to each situation,
fully understanding and implementing
the commander’s intent.

Independence also applies to another
CCT: leader's business. With the fluid
nature of the JRTC battlefield, soldiers at
all levels must realize that “NCO busi-
ness” must become “leader’s business.”
This involves all soldiers in the player
units. In the absence of senior leadership,
NCOs must be prepared to take charge
and make decisions.

This concept demands that all leaders
participate in planning missions, which
means giving squad leaders the opportu-
nity to work with their soldiers to plan,
prepare and execute operations and then
receive timely feedback from observer/
controllers. The O/Cs travel with all ele-
ments of the player unit.

Hand-picked O/Cs — sergeants first
class and senior staff sergeants with squad
and platoon leadership experience —
guide, direct and eritique their counter-
parts in timely, informal, field-based af-
ter-action reviews.

Contact drills, fire and movement, and
weapons marksmanship are more CCTs,
These basic skills require NCOs to train
their soldiers well prior to engaging op-
posing forces.

All player unit NCOs realize that the
OPFOR knows how to shoot and move,
skills drilled and honed by months of
repetitive training.

For player units, such skills must be
continually rehearsed and improved at the

unit's home station. By the time these
skills are used at the JRTC they must be
second nature to every platoon member.
Even so, platoon sergeants and squad
leaders should practice and rehearse con-
tact drills prior to each mission.

Soldiers also must practice fire and
movement for each contact drill. This
means hitting the ground, returning fire
and leaming how to maneuver as a team
under all conditions, Extensive home sta-
tion training using the Multiple Integrated
Laser Engagement System will help
player unit soldiers and NCOs master the
“one shot-one kill” technique, conserving
ammunition and controlling random fire.

The JRTC's live-fire complex, com-
posed of an ambush site, a fortified posi-
tion, and a movement to contact lane, also
improves the scope of fire and maneuver
training available. Selected platoons from
the player unit can go through each of the
three sections.

Another common element of the CCT
is the soldier's combat load. Observer/

Combat skills used at JRTC must be second nature to every platoon member.
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JRTC and Combat Success

controllers weigh combat loads to deter-
mine if they are too heavy. Research
shows that a soldier can carry no more
than 30 percent of his body weight and still
retain the agility and stamina to fight.
Making pre-combat checks is one way to
ensure that only equipment essential for
the current mission is carried

Class-V replication is one way the
JRTC drives this point home. Many types
of ammunition have been weighed and
sized to duplicate the load saldiers would
carry into combat. This has proven to be
an eye-opener to NCOs, who leam to
spread the load out evenly among all
soldiers in the platoon or squad.

The most important tool for battlefield
realism used at the JRTC is the MILES,
With MILES all contact is as honest as
possible. Nowhere is this more true thanin
casualty evacuation

Through the use of the casualty card, all
soldiers know from the minute they have
become a casualty just how seriously they
have been wounded. This stresses the
casualty evacuation system, because il
forces the player unit to plan for and carry
out evacuations while combat missions
are continuing.

Unit medies, to include air and ground
ambulance personnel, must also perform
their roles properly. Medical soldiers may

have to eliminate snipers or secure a land-
ing zone for the evacuation helicopter.
This process is a true test of individual and
unit soldiering skills. Yet, these combat-
critical tasks can seldom be played out at
a unit’s home station.

NCOs must first account for all dead or
wounded, call for medical evacuation,
organize exiraction operations and al
ways provide security. Then, unlike home
station training, all dead or wounded are
tactically removed from the battlefield.
They will be brought back to life by the
OfCs later in the exercise when the proper
accountability and replacement requisi-
tioning procedures are accomplished.

No soldier can operate effectively with-
out good, current, friendly and enemy
information. Atthe JRTC, keeping subor-
dinates informed is critical. This is espe-
cially true if the senior leadership is killed,
wounded or captured. The mission must
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continue. This requires that NCOs fully
brief soldiers about all aspects of each
mission in case they have to operate alone
or in teams.

The OPFOR is especially skilled in this
area. Soldiers at all levels are heavily
involved in all aspects of each mission.
This improves the overall results of opera-
tions, particularly those involving three-
and four-man cells which conduct opera-
tions far removed from senior command
and control.

Another aspect of JRTC training in-
volvesthe stress of continuous operations,
From the time the player unit arrives at the
JRTC, it experiences what amounts to its
first ten days of combat, although free
from real bullets or the fear of death. This
climate forces NCOs to develop sleep and
work plans that keep the unit functioning
for the entire ten-day period.

The JRTC also tests Army Special
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Operations Forces personnel. SOF units
arrive at the JRTC several daysinadvance
of conventional forces to provide needed
intelligence. They might also serve as
teachers and coaches for soldiers or play
roles such as host-nation military support
or civilians occupying a village located in
the middle of the maneuver area. These
SOF units must provide valuable feed-
back about civilian aspects of the exercise
to the player unit, while enhancing their
own combat operation skills at the same
time.

To survive on the modem, integrated
battlefield, NCOs must also learn to work
with NCOs from the other military ser-
vices, NCOs must know the duties and
responsibilities of personnel from their
sister services. The JRTC experience
serves as a good starting point, with the
Air Force as a major pariner in this joint
training environment. Sister service

Far Left: Thousands of
NCOs count them-
selves among the
BO0,000 soldiers the
JRTC has trained in
combat operatons
Lefi: At the JRTC,
conventional Army
units, special operation
forces and units from
ather military services
are trained in joint
operations, Junior
|eaders are given a
larger role in planning
and carrying out their
MISSIoNS

NCOs at squad and platoon level can help
commanders determine the best use of
close air support, naval bombardment,
and aerial resupply.

NCOs keep in close contact with Air
Force enlisted terminal attack controllers.
These airmen travel with Army units and
assist unit commanders with close airsup
port. These personnel are eritical for the
accomplishment of each close air support
mission. NCOs must leamn to use these
experts when planning and implementing
combat missions.

Resupply efforts are crucial to success
in battle. Therefore, units at the JRTC
must function as if they were on an island.
The island concept forces unit command-
ers along with NCOs to plan ahead for all
supplies while deployed. Because sol-
diers in this scenario must carry with them
only enough food and ammunition for the
first few days of combat, this supply pipe
line becomes critical.

The NCO in today’s Army faces many
challenges. For those fortunate enough to
come through the JRTC, the lessons
learned are staggering. Many comment
favorably about the training and consider
it as the most valuable they have received
at any time in their careers.

Tough training is the benchmark for a
combat-ready and deployable force. At
the JRTC, there is great pride in providing
light forces with the most challenging and
realistic training in the world, W

CSM Awtrail Cobb is the Command
Sergeant Major ar the Joint Readiness
Training Center.
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The NTC Challenge

Battlefield success demands NCO involvement at every level

By CSM Jerry T. Alley Jr.

Noncommissioned officers know they
are ultimately responsible for training
their soldiers. At Fort Irwin's National
Training Center, located in the Mojave
Desert, the reality of this critical responsi-
bility manifests itself during every mock
battle fought here.

Short of actual combat, the NTC gives
soldiers the most realistic combat experi-
ence available anywhere, No other train-
ing center provides leaders the ability to
train the total combined arms.

Although the NTC has trained an esti-
mated 114,000 noncommissioned offic-
ers, of equal importance to the Army is the
training passed on to younger soldiers,
To achieve this we need a system of
certification to first ensure NCOs are pre-
pared to train. Thistesting for certification
needs to be done within the NCOs" nor-
mal support chain. Every unit should
schedule some type of weekly training
specifically for NCOs,

Before Operation Desert Storm CSM
Robert Windham, command sergeant
major of the NTC's Operations Center,
and | spent a few days observing training
in Saudi Arabia, In the short time we spent
with the 1st Cavalry and the 24th Infantry
Division soldiers, we observed NCOs
conducting training at all levels.

Right: The painted rocks at
the National Training Center
display the insignia of many

of the units that fought in
Desert Storm.

Far Right: The unforgiving
desert environment at the
NTC chalienges every small
unit leader to enforce the
highest standards o
accomplish any mission,

After years of seeing training placed on
schedules only to satisfy a requirement
and to fill time, I must admit it made me
feel pood to see these NCOs planning and
executing training tasks. However, |
couldn’t help but feel a sense of dismay
that some soldiers had to be put into a
combat environment to get the quality of
training that NCOs are clearly capable of
conducting in peacetime.

During mock battles in the NTC's
Mojave Desert, quality training resulis in
senior NCOs taking charge in the absence
of orders. Often it's the NCOs’ initiative
that determines the outcome of the battle.
For the most part, senior NCOs are ready
and able to execute without specific in-
structions. Unfortunately, commanders
too often fail to get the mission down to
them. It has been my experience that
junior NCOs are ready to take charge
when superiors neglect to issue orders,

At the NTC, the good NCOs automati-
cally ensure that soldiers complete range

and sector sketch cards, and that they
assume good hasty fighting positions.
Too often, soldiers have to move out of
these positions when their NCOs are told
to take up new locations. I suggest that if
the NCOs were in on the planning pro-
cess, these moves might not be necessary.

The Army continues to emphasize that
soldiers should train as they would fight.
The training conducted by the senior
NCOs in Saudi Arabia before hostilities
began was the way they fought the war,
And it was clear to me that the NCOs who
rotated through the NTC had trained their
soldiers the same way we witnessed in
Saudi Arabia

After more than 100 NTC rotations and
hundreds of company- and platoon-level
afteraction reviews, we continue to get the
same feedback from the NCO Corps —
when NCOs are left out of mission plan-
ning, the mission is affected negatively.

The AARs also reveal two other recur-
ring messages: Operations orders often

ot

N
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lack sufficient details to allow for mission
planning, and leaders do not have enough
time after receipt of orders to rehearse the
mission.

In the area of combat service support,
the exclusion of NCOs from the opera-
tions order planning process equally af-
fects the mission. SGM Glenn E. Shaw,
senior logistics trainer at the NTC, says,
“Most CSS NCOs have difficulty execut-
ing the required troop leading procedures
to support the CSS plan. Routinely,
they're given neither waming nor frag-
mentary orders. When they are, seldom is
there enough time to properly execute the
required troop leading procedures.”

Some less experienced CS5 NCOs,
Shaw suggests, have never seen an opera-
tions order and don’t know the steps in the
troop leading process. Others, he adds, fail
to use initiative to seek out the operations
order because they feel they are techni-
cians and not responsible for tactical C55
operations.

The ability to analyze an operations
order and to know the battlefield operat-
ing systems are critical NCO skills. Lead-
ers must be able to properly interpret
military graphics and overlays and to brief
their soldiers on the operations orders.
Absence of these skills, Shaw says, results
in soldiers not knowing main supply
routes and the tactical situation on the
battlefield. Soldiers are equally unaware
of the enemy threat and ongoing tactical
operation.

“These deficiencies cause problems in
the CSS plan because the necessary troop

leading procedures such as pre-combat
checks and rehearsal are not conducted by
the NCOs,” Shaw points out. “This ac-
counts for such things as the essential
supplies not being loaded or delivered.
Until C55 NCOs become involved in the
operation order process and assume re-
sponsibility for troop leading proce-
dures,” the logistician charges, “there will
continue to be problems in executing the
CSS plan.”

The ability to analyze an
operations order and to
know the battlefield
operating systems are
critical NCO skills.

Successful CSS operations at NTC re-
quire NCO involvement in the planning
and execution of the CSS plan. These NCOs
know and understand the tactical missions
and CS8 plan. Knowledge of critical in-
formation and the ability to execute the
required troop leading procedures to sup-
port the mission lead to success.

CSS operations dictate what does and
doesn’t happen on the battlefield. CSS
sergeants who lead successful operations
know what is expected of their soldiers,
execute the plan and contribute to the
outcome of the battle.

The unforgiving desert environment at
the NTC challenges every small unit
leader to enforce the highest standards to
accomplish any mission. Without the su-

pervision from NCOs, equipment and
weapons soon become inoperative,

Highly disciplined and qualified sol-
diers are even more important. The First
sergeant serves as the ramrod for the com-
pany, ensuring that soldiers are trained
and cared for, and that logistical matters
are handled quickly and smoothly.

Rehearsals are a key to success in both
combat service support and tactical opera-
tions, notes MSG Terry E. Hildebran,
NTC senior mechanized trainer.

“Rehearsals help identify deficiencies
prior to combat, Units that have con-
ducted detailed CSS rehearsals have sig-
nificantly increased casualty and vehicle
evacuation, a critical NCO responsibility
too often overlooked,” Hildebran says.
The first sergeant monitors CSS rehears-
als and ensures all key players are present
to allow the unit to work the system more
effectively.

*One of the most unusual challenges for
an NCO is working in the tactical opera-
tions center,” notes NTC Senior Brigade
NCO Trainer SGM Richard L. Fox-
warthy. The TOC is comprised of differ-
ent elements from different parent organi-
zations, including fire support, engineer,
signal, Army Air, Air Force, electronic
warfare and others,

“The conflicting priorities of these or-
ganizations,” says Foxworthy, “make it
difficult to coordinate and schedule time
for training this team. The vital role the
TOC plays in planning, synchronizing,
and executing the command and control
of the unit emphasizes the critical need for
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The NTC challenge

The training experience of NCOs at the National Training Center is reflected in units improved performance. Sergeants who lead successiul
operations know what is expected of their soldiers, execute the plan and contribute to the outcome of the battle.

training this element as a team.

Training the TOC team should involve
all players on a regular basis. The training
program must have clearly defined objec-
tives and cover procedures for establish-
ing, displacing, moving, securing, de-
fending and operating the TOC as a team
Training that team means training the
supporting elements as well.

“Developing an effective TOC opera-
tion means taking every available oppor-
tunity for team training,” Foxworthy says
"Computer assisted exercises, map exer-
cises, command post exercises and order
drills offer opportunities to exercise the
entire team, not just key personnel.”

Planning, synchronizing and command
and control are the TOC"s primary mis-
sions. But if the TOC can’t effectively
move, secure, and defend itself, it will not
survive to perform its vital mission. *This
is why every member must be a part of
training. That includes those whose pri-
mary duty may not be fighting from a
foxhole, but whose lives may depend on
that ability,” Foxworthy says.

Of all the questions generated by lead-
ers coming to the National Training Cen-
ter, one is recurring: “How are CSMstobe
used at the NTC?" According to CSM
Windham, battalion and brigade CSMs
coming to the NTC often are not used ata
level consistent with their battlefield
knowledge, experience or capability

“Consequently, their units don't

achieve maximum effectiveness during
task force and brigade level operations,”
Windham observed.

In his discussions with CS5Ms,
Windham learned that commanders often
don’t review with CSMs their duties as
outlined in the regulations.

“In some instances, the commander
didn’t further define those duties with
regard to his command philosophy, type
of unit and command standards,”
Windham said.

“Om two separate occasions, the duties
of a battalion and brigade CSM were
clearly defined to optimize the NCO lead
ership throughout the command. This had
significant impact on the overall success
of those units during the rotation,” he
continued.

Their success was based on the CSMs,
prior to their initial counseling session
with their respective commanders, pro-
viding them two excerpts: AR611-201,
paragraph 1-20 b., “CSM Duties”, and
AR 600-20, paragraph 3-2, “NCO Sup-
port Channel.”

At the counseling, the commanders and
CSMs discussed the regulations in detail.
What resulted was a clear understanding
of duties, responsibilities, authority and
the commander's mandate for using the
NCO support channel throughout the
command.

Ome commander used the excerpis to
create a memorandum to his staff and

subordinate commanders, The memo de-
fined the CSM's duties, responsibilities
and authority with definitive guidance on
how to go about them.

In his guidance, the commander high-
lighted several points pivotal during train-
ing as well as in combat. Consequently,
staff and subordinate commanders ag-
gressively sought advice and assistance
from the CSM throughout their rotation.

The training experience of NCOs at the
NTC is reflected in units® improved per-
formance. Every unit that has trained at
the National Training Center has left bet
ter trained than when it arrived.

One major contributing factor to the
NCO Corps’ success at the NTC is the
NCO Education System (NCOES).

With future cutbacks, we can expect a
smaller force that will require the best
NCO leadership possible. Through
NCOES, the Army provides young lead-
ers with the tools to maintain the best
fighting force in the world.

Therefore, it is paramount that we as
noncommissioned officers remember
that care of our soldiers rests solidly on our
shoulders.

Along with that responsibility comes
the assurance that soldiers are trained and
can survive in combat. ]

CSM Jerry T. Alley, Jr., is Command
Sergeant Major of the National Training
Center.

14

THE NCO JOURNAL / SUMMER 1991



I S i RN T T Sy 7 e (W EUSCE TR
Interview with Desert Storm NCOs

Moving Beyond Victory

In Saudi Arabia, operators had a vested interest in keeping their vehicles running, They
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knew when something was wrong because they lived on, slept on, and knew the history

of their equipment. {M5G Earl Shelley)

By Jim Collins

Combat in Southwest Asia showed the
soldiers of the 24th Infantry Division just
how important tough, realistic training
can be, But then MSG Earl Shelley and
SFC Larry Ingram of 1st Bn., 41st Field
Artillery already knew that. They had
trained their soldiers in the deserts of the
National Training Center before shipping
out to Saudi Arabia where they continued
to train and eventually led their soldiers
into battle against Iraq.

After returning to Fort Stewart, Ga.,
afterseeing to the welfare of theirsoldiers,
and reestablishing the routine they knew
before Desert Storm, they took time totalk

about their combat experience and how
training helped them achieve victory,
Here are their comments.

Making the Most of Training
INGRAM

The key is to make training realistic.
Basically, this started for us in our last
rotation to the NTC before going to Saudi.
It was the first rotation where we had live
fire. We had 50-caliber and M-16 ammu-
nition and guys walking around waiting
for targets to pop up.

We weren't all that enthused about lots
of guys walking around with live ammo,
even in peacetime. There are too many

Photn By SFC Kamen Murdock

instances where accidents can happen
But that training helped. It gave us  con-
fidence. It was not like Desert Storm be-
cause we knew we were going to be there
for three weeks and go home. We didn’t
worry so much about the logistics of it, we
just went there and got good training.

In Saudi, you had to plan a lot more
carefully. We had to make a lot more
adjustments. A lot of soldiers went over
there as kids. They came back as men, and
I'm proud to have played a part in that.

Before Desert Storm, | asked miyself,
“Do I want to go to war with these guys?”
We did have plenty of time to train,
though, and when the war did kick off [
was very confident. If you asked me how
[ felt about going to war with my guys
after the training, there was no question.
We were ready

Soldiers have to know the training
they 're receiving can save their lives, can
save theirbuddies’ lives. Onmy last NTC
rotation we took our MOPP seriously and
practiced it over and over,

There were no shortcuts, If you take
shortcuts, the troops become lax. They
think it"s not important. We concentrated
aloton NBC training. Luckily we weren’t
tested in combat, we were prepared.

SHELLEY

Today's soldiers are smart. They want
that challenge when they gotothe field for
three days. They want to fill their days
with training. So, you train to standards. If
you do that you can’t go wrong.
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NCO Interviews

In garrison, certain training is bypassed
or ignored. NBC, for instance, is an easy
subject to leamn but a difficult subject to
train. It often wasn't realistic in garrison.

You'd have a guy say, “You're in a
chemical environment, put on your
mask,” and you'd walk through an area
and in five minutes it was all clear. We
leamed it takes a lot longer than that to
actually clear an area and it’s important
that soldiers learn to function for extended
periods in chemical protection.

We trained properly before going to
Saudi, starting with individual tasks and
working up to collective tasks. But the
bottom line is, NTC can’t compare with
the training we did in Saudi because we
knew our lives were on the line. There,
every day was survival training,

Adapting to the Chemical Threat
INGRAM

Youadjust. Youremove other clothing.
Sounds hard to believe, but sometimes ['d
forget I had it on . . . except for the smell.
Most soldiers had few questions about
wearing the gear. There were no double
standards.

SHELLEY

Starting Jan. 16th, the MOPP suit was
our uniform in the division. We didn't
remove it until we left Iraq almost two
months later.

‘We learned all we needed to stay rela-
tively comfortable underneath was a tee
shirt, underwear, socks and boots. In ear-
lier training we would have our DCUs on.
In the field we leamed that by adapting we
could operate 24 hours a day and still be
protected.

That was a leadership thing. Everyone
did this. Inthe field, we didn "t worry about
what had to be done. We concentrated on
how we were going to get the job done.

Maintenance and Training

SHELLEY

One recommendation on training, We
did something which made us much bet-
ter. We had gunnery tests where we tested
all corporals through staff sergeants.
When they completed the test, they
formed a section and we sent them out as
a crew to see how they operated.

soldiers have to know the tralning they're receiving can save their lives and their buddies'

lives. [(SFC Larry Ingram)

Once they finished, they were sent out
on platoon ARTEPs and they put every-
thing together.

Without command emphasis on main-
tenance we never could have done what
we did. We would road march once a
week. The vehicle operators had a vested
interest in keeping them operating. They
knew when something was going wrong
because they lived on, slept ontheir equip-
ment and knew the history.

If you tell soldiers their lives depend on
how well their equipment runs, they pay a
little more attention. They baby that
equipment.

INGRAM

Maintenance is critical to combat suc-
cess. There's a temptation to brush off
maintenance whenit's “only for training.”
When it's “only for training,” if you break
down maintenance comes by and you sit
there until it gets fixed. In Saudi Arabia,
you break down, you're left behind be-
cause the majority of the force is gonna
keep on moving. We finished the battle
with 23 of our 24 artillery pieces, which is
a preity good record.

We exercised the guns and we knew
when things weren't right. When | was
chief I could put on my CVC helmet and
if that howitzer sounded different I could
tell by the sound alone.

I'may not have known what was wrong,

but I knew we had to start looking. Main-
tenance has to become just as important in
training as it is when we're preparing for
combat,

The Problems of Desert Warfare

SHELLEY

Sandstorms were a major problem. The
effect sand has on the human body and on
crews is often unbearable.

Luckily we learned from our experi-
ence at NTC that we needed plenty of
gopgles. [ know one time [had on just my
eyeglasses and [ thought they were
enough. They weren’t. Without goggles,
your eyes gel destroyed.

The sand meant we had to pay extra
attention to detail. When you look over
your equipment, everything may seem
okay. But undemeath, if you didn't clean
that breather screen every day, you werein
big trouble,

You leam to listen under combat condi-
tions, too. Listen to your soldiers and
understand what their concerns are. Even
if it was something like he didn’t care for
his MRE that day.

You know, it"s a fishbowl environment
out there. You spend 24 hours a day with
your soldiers. You can't B.S. your way
and be a good leader. If you're not honest
with them, theyre so close they can see it.

When they need you to do something
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and you say you'll do it, and you blow it
off, they” |l see that o, You're forced Lo
kecame a pood leader or you gat pushed
out of the way 1o maks way for someone
elae to fill the gap and ke on the respon-
sibility. I've seen that happen. When it
gets intense, thera’s no time to mess
around. You can't fake it in combat.

Combat builds a bond between youwand
the soldlers who work for you amnd be-
tween you and those you work [or, Thal
bond, that trust, can't be duplicated any-
where alse,

INGRAM

The hewat and e wind made it awtally
difficult (o nraseuver, Equipment had to
be eleaned and maintained every day,
every day,

Fur example, you had to clean your M-
16 many lines during the day IF yon
dicdn't clean it, ronnds wanldn 't feed from
the magazine. You had ta clean your
magazine as well.

We had soldwers with family prablems
Luck home. Butthere’s naway they conld
po lhome, Leaders have to find fime 1o
listanand talk tosaldiers and explain why

Back in the states, that's less af a prob-
lessn, You have to know yoor soldiers —
you have to know when they need time:
alome, and when they're spending too
poucly time aloone.

I"s always ditbicult for artillery to keep
up with M-1 tanks and Hradleys. BT
provided us the best traimng we conld get
anywhere on moving n the diamand or
the wedge torimations

We used those in Iraq and they worked
przat, You don't have ta wait any Hime ko
pet in position. All you have to dois stop
aned when you stop, you're i pasibion,
ready (o e, ©loved it

Planning and Cxecuting Victory

SHTLLEY

Before wa went to war we already had
forward support, forward supply areas in
Traq, waiting for us, When we drove prast,
fuel wag thera, Our recon tearmns had al-
ready told us thare was no enemy there,

Our folks were out there by themselves
for weeka guarding their supply areas;
knawing that 30 ar 60 milas in elther
dircetion there were Tragia out there, The
plan waateactup these arcas whete ne one
knew. And we did it
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INGRAM

Right after the air war began CNM
television hepan showing seenarios on
heww we were going to attaek. How the
2dth was paing to go straight in.

We had already been gone lor two
weeks from the ares CNN was {alking
about; 26,000 troops had muved and no
one knew except us,

We loved it Ifthe 2dth hadn 't beenable
to pull off that great flanking movement,
it wanld have been a real Boody war,
There would have heet a ot ote caual -
ties and a lotof 1nssein's seldicrs would
have escaped

Keeping the Edge

SHELLEY

We trained totight for frve months. We
didin’t have teo fight as hard as we trained.
And thank goodness for that

Lt we da face a prablem. As C5M
(Jatnes 1) Randalph said, we've honed
cnir saldiers foa fine edge. Now, weve all
got to work te hald that edge.

We've gattodo anelevel best ta pick up
an all this knowledge that TR (0K reops
have brought hack with them and fry to
package it and useitat NTU and anywhere
else we can.

A lot of seniar NCDs are facing cut-
backs. If we don't pass alang aur expaeri-
ence toour corparals and sergeants, we're
going to lose it Pt we're bringing back a
lot of foue- and sii-year enlistess who are

gning to be able 1o pass on a lot of what
we've learned. That's good.

INGRAM

A lat of soldiers are gonna say that
poing to NTC now ian joke. Why gonow.
They ve already been to war,

That's an attitude we have o overcome.
We've got to get our soldlers back in the
tight frame of mind. We've got 1o con-
vinee our soldiers the next war could be
worse. We might face someone who will
actually fight. Yeah, We went to war. Ii
wasn't what we expectad irto be, But, we
were lucky.

The question now 1s, who's gonna be
the next enemy. How will we practica for
the next war? We're gonna have o wain
onr soldiers that 1o meet the variety of
threata that are there, we have to be more
mobile, flexible and lethal. We can’t resi
on olir successes or be lulled inte thinking
the world is safa,

The Military Profession
SHELLEY

Lhave noregrets. Ud doit all over again
TINGRAM

I've been lucky. All my senior NCOs
helped me in my career. Gave me guid-
anee and eounsel atthe right timas, 1 hope

te be able to do the same thing for my
peaple. W

Jim Collins is manaping editer of The
MNCC Tomrnnd,

24th ID Commander’s
Guidance to his CSMs:

s (o to sonnd of rthe guns
¢ Make sure soldiers are being inken eare of

s Make sure the dead and wounded are being
maved expedirionsly and with respect

¢ [eep the saldier in the hig plenire
* Be acheerleader
* Talk to your commander daily

- Maj. Gen. Rarry MeCaffrey
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Building the Force:

“Skill, will and teamwork™

By CSM Gearge I Mack and
SFC John K. D' Amato

The supert performance af our saldicrs
who served in Desert Shield and Desent
Storm was no aceldent. Months and years
af training in garrisong and ficld exereiacs
havehoned eahesive, well-trained, highly
mativated teana from divisienaon down.

That training was canducted, for the
mast part, by junior NCOs, who tealized
that every MO0 is like the fareman of a
cOnEHIetinn crew.

Each sergeant is responaible for build-
ing a strong structure, capable of with-
standing whatever adveraity might eome
along. Instead of a house or a skyseraper,
MO build units.

First sergeants, company commanders
and other leaders are the architects. They
know what they want and give sergeants
their plans. They want a strang, maohile,
versatile, deployahle and lethal farce.
Call this their Blueprints,

PN BNCUH and AMNEOH  and all of
the other serviee schools NUTs aftend
grve sergeants the toals. In many cases
they are leadershiptools: ways to commi-
nicate with soldiers, how to take care of
them, how to counsel them and how to
train them.

Unceasergeant hasthetoals 1t stime ta
kil the vnit

As with a builder, a sergeant starts with
astiong boundation; and the foundation of
any combat-ready unit is discipline,

The impotance of discipline s best
described inthe book *2mall Unit Leader-

18

ship,” in which the author, retired Cel.
Dandridge M. Malone, gives a deserip-
tiem of combat an the madern battleficld:

“The battleficld is a tough place. Dan
ger everywhere, A measure of fzar is In
every mar. The nolse of explosiona and
vella and shouts a3 men move and fire,
adjusting and adapting o a deadly and
conatantly changing situation. The streas
an men and units and equipment is at its
prak. The name of the pame is "survival
of thi: fitteat.”

“Rattle is a peraonal experience. At
your level (Sgr), iU's a hell of a et mere

*“ .. the foundation of
any unit is discipline,
and discipline begins
with the sergeant . ..”

than it is for the: leaders who are making
the hig decisioms — like deciding which
hill tey lake o whers te cross a tiver [labtle
15 soldiers, one agaimst the other — rifle to
rifle, bayonet to bayonet, tank to tank.
Hattle 1s the stary of how soldiers tight.™

According o Col. Malone, there 1s a
combination of theee things that win an
the battletield — “skall, will and team-
work” Without them you cannot win.

Ewen it you have develaped the neces-
sary skills in vour people and the abaliby to
wor s a tean, ey can Cw il ey don't
e thie will o win, Sergemals creade Ul
will to win o h discipline.,

Soldiers can be the best marksmen in

the werld, but their weapons won't fire
unless some sergeant haa instilled in them
the discipline to elean their weapons - in
the dark, the rain and the freezing cold.

They ean have superior firepower over
the enemy, bur if they haven’t the disel
pline to get up and fire thelr weapens
putting reamds down range on the enemy,
then that firepower means nothing.

They might be the “tightest”™ team inthe
division, bt if some sergeant haan't in-
stilledd it thetr the diseipline to keep them-
selvies at the peak of their phyaical econdi-
tioning, the stress and fatigue of eonatant
combat will eripple the unit's cambat of
feetiveneas and render the team uaclesa,

The.narme of the game is “survival of the
fittest,” and iU's a serpeant’s joh to make
sure his or her peaple ane the “fittest” —
physically, mentally and emalionally.

A sergeant does that by first sefting the
example in daily displays of conrage, can-
dor, compefence and commibment

An MUY mnst be honest and upnght,
avoiding deception and living the values
suggested to subordinates. Unee a ser-
geant compronmses that infegnty, he or
she breaks the bond between MCLY and
soldier.

A sergeant can’t say on the one hand,
“selt-improvement s essential” then on
the other hand put off Admy schoaling or
other selt-develapment programs.

Asergeant can't say, "physical training
is really oportant,” then skip two PT
st s i week,

A sepgeant will only have o pedonn
pocdly, o marginally, one time on an

THE ML [LPUHMAL F OSMMER 10



Army Physical Fimeas Test forsoldiers to
realize that thatsergeant hastwostandards
— ane for the sergeant and one for the
soldier.

Lot your boots go unshined, appear
with your uniform wrinkled or your huir
ungroomed, and you have sent a negative
message to every subordinate,

Dion't clean your weapon oI eacuse
yourself from tralning because you're low
busy, and some young saldier will leam
thase things are not important o you.
Camplain, fall out, or get discouraged
when the tralning gets tough, and you'll
have established all the wrong slandards,

MNo! Discipline doesn’t begin willy the
seldier, it bagins with the sergel.

If the sergeant sels clear and achievable
andards, strives for and displays them
evervday, rewards those who el {he
standards and punishes those wlo don't,
then soon those standards will become the
soldier's smndarde — and dval’s e goal,

What the NCO works loward is not a
group of soldiers who achieve and main-
tain smndarde because (e serpgeant is
thera standing over them, Whatl the NCO
wanie & a group who knows that those
standards are right for tral tezmn, amd em-
braces those slandards as is owi,

In the previous esamples, the soldier
doeen't clean his or her weapon w avoid a
chawing oul. The weapon gels cleaned
because (hat's the fght thing to do. The
soldier doesn'Unske a decision out of tear
of reprimand, but because his ot her val-
ues, attiludes and beliels conling that it's
the right decigion to nuke.

That's gelfl discipline and it's the only
kind of discipline that will sland up lo the
atress, chaos and uncertainty of batlle,

If discipline is the foundation, then
technieal and tactical proficiency are the
bricks with which vou build,

Sinee the beginnings of our Anny, the
MO hos been a trainer, Teaching your
peaple how to be proficient remaine one
of your most imponant jobe.

Taugh, realistic fraining in the way vou
plan te go to war bringe your soldiers
together a3 o t2am and builds their conli-
denee. That confidence, in wm, pives
your seldicrs the deep seared balief that
the: unit can and will aceomplish the mis
sicsn, i matter how unfavorable the odds,
They know they can withatand adversity
far hetter than ather imita,

Saldiers develap eonfidenee anly
through realistic teaining and real oraimu
lated combat expeticnecs that make them
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oplimistiv about themselves, their
eyuipiment and their leaders

Training is at the heart of Saldier-Team
thevelopment, and all umit tasks and mis-
slons are training opportunities. A good
sergeant capitalizes an every evenl —
froun the most excibing fothe ozt bowin £,
Lodh in combat atd peacetitie etviron-
meils — to tran soldiers as a unit, give
i pride of accomphishment, and teach
Ui how to evaluate the fearn s petfior-
rmanwce and their owin

“Training is at the heart
of soldierteam develop-
ment, and all unit tasks
and missionsareiraining
opportunities.”

The best NCs [ook for ways to make
training as realistic as possible. They
know the mcre challenging and worth
while the training is, the maore it will
retlect and create cahesion among their
soldiers. They pait their seldiers through
significant amaoticnal experienesa in
which they de things they didn 't belicve
they conild de as individials o 85 a unit

The more stress soldiers overcome in
training, the less stress they will expeti-
ence 0 combat. Training tagks that re-
guire mmeral and physical courage teach
soldiers te deal with fear and anxiery.
Toughtraiting teaches therm tn overeame
those tears throngh their proficieney ata
task, and threngh truskin the compelency
ot athers i the team

The end result 1= a team whose mem-
Laers wre confident in themselves and each
vllier — each overcoming adversity,
Lagilding team pride and creating a higher
slule of morale.

Good inoale is nothing more than
shared positive bonds. Its steength de-
pends upon res pect, trust, condidence, and
the degree of open, candid comimutica-
{ien lat produces voderstandmg,

Morule, the mental, emotional and
spirbual state of an individual and a team,
i the "otz which keeps the banlding
blocks of the unil together,

Cmee you have thal morale, and have
built an effective, comluat-ready tean,
you'll find that your soldiers will take the
responsibility for sustaining the team’s
level of proficiency. You may have cre-
ated the team and guided it through ite
development, but at some puind it will

hecame their team and their standards.,

You've seen such units, yourself, They
are the squads, platoons and compunies
that emanare a Teeling thar they can take on
any challenge and prevail

We saw examples of such unils recently
during Desert Storm, where the vonven-
tional wisdom was that it takes a minimun
of 3 to 1 odds to attack an enemy in
fortificd defansive positione. Given twe
size of the Iragi Army, we should have had
feur imes the number of troops we used.

But, we were ready. And we were [ight-
ing for something we balieved instrongly.
The [ragis ware neither. Mure importantly,
their leaders didn’t care, aboul their cause
ot thelr soldiars,

Desert Storm wasn'l decided by who
had the besi tanks or ainplanes. 1L was
declded in the hearls and minds of the
soldiers fighting there. Desert Stonn
proved once again that a team, cutnwn-
bered and with less firepower, can over-
come a larger enemy if the tewin has (he
spltit to win,

Clansewitz, who wrote about the “Prin-
ciples of War" 200 years apo, linked disci-
pline, training and morale to espril (“win-
ning splrit™),

“A unit,” he wrote, “thal mainlains ils
eoheslon under the most murdercus lire,
that earmot be shaken by the imaginary
fears and resists well-founded ones with all
its might; that, proud of its victories will
not lose the strength o obey vrders and ils
respect and trust for its officers even in
defeat; whose physical power, like the
museles of an athlete, has been steeled by
training in privation and effort; . . . that is
mindful of all these duries and qualities by
virtue. of the single powerful idea of the
honor of its arms — such a unit is imbued
with the true military apirit.”

Take a loak around yvou and vou will sae
teama, sectiona, squads and platoons Just
like thase Clansewirz deseribed. You'll
find them anywhere there is an NCO who
caresennligh to correetly train and lead his
ot her snldiers.

They ate the units built on o foundation
of discipline, solid in their tactical and
technical expettiae, and held together with
a high sense of matale and eaprit. W

CSM George D. Meek is ihe Command
Serveamns Major of the U8, Army Ser-
geants Majnr Academy. SFC Jalin K
D Amate, @ former rank commandar and
pleoon sergeond, s NOCHC of LISANMA
publie affairs,
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Tricks of the Trade

By M3G Michuel D. Bates

I remember sniveling to my st ser-
peand many veurs apo aller sustaining an
abundance of bark slivers in my backside
while anewering the call of nature,

I explained that I wasn't having any
luck al Fullilling one of my basic neads, [

T
a5

The “ticks of the trade” that noncommissioned officers iove learned and share with othors
can sve fme and money. Others can save soldiers' energies and improve the way they do
their jobs.

mean, in the past I had stumbled back into
the fruits of my labor; seiled the suspend-
ere of my rain suit; and ended up with a
foreipn substance on my boot.

Asalast resort [ had tried the old sit-on-
the-log trick. That's how [ had received
the bark slivers,

I was then that 15G Felix shook his

head and explained to me how to use the
old entrenching ool to tackle my mission,

“Use your entrenching tocl as a seat,”
he eaid. “Lock the teol inie an *L," place
the point of the handle on the ground and
git across the flat portion of the blade.”

Problem solved and mission accom-
plished. Mo, it wasn't something that en-
gured mv eurvival on the batilefiald, bu
153 Felix's advice made living in a hield
environment more tlerable and laught
me something impenant aboul neneom-
muissicived ofTicerns,

The wully is, NCOs lave a vast store of
iricks of the trade, or “lessons leamed"”
thal can'i be found im any feld manual.
Some save lime, vthers save equipment or
energies, Others enhance raining ormake
[ace-o-Tace communications mure eaact
Allhave improved e way wedo our jobs
and are characlenstic of U neny wave
poed noncommissioned ofTicers conirib-
ule o the welfare of soldiers and the
accomplishment of their missions.,

One example of a time-saving trick |
picked up from an NCO came while | was
the fire direction center chief for a heavy
mortar platoan,

I'washaving trouble getting the landline
communication from each gun wired into
the switch board each time we pulled into
position. The msk ook five minutes. We
had two minutes 1o get a round down
range. Something had to be done.

556G Son Miguel, who also worked in
the FDAC, had a aolution. Back in the maotor
paol, he quickly went 1o work.

Hetooka pleee of plywood that was just
large enough to hold six outdoor sleetrical
outlets, Next, he wired the eutlets into the
gwirchboard and armached the board ta the
ouitaide of each viehicle, just below the left
taillight. Then he had cach of the gun
squads attach an electrical plug to the end
of their rall of cammo wire.
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Tt was simple and fast, When we pulled
imo position, the squacks ted their wires o
the taillight guard, plugged in thei own
wires, ran back o their guns and attacled
the other end o their phones, Thirty sec-
onds! T wsaad thal system for a long time.

Justas importantare (e licks we use to
save equipment and mouey, 1 an into a
way (o save bulh while wctiong as a modtar
platoon sergeant,

Laying a mertar on largel o inside a
M- 106 mortar carrier means moving the
entire vehicle when sighting.

Whenever we laid in the gons, one of
the duivers variably forgot to raise the
ramnp off the ground and wonld tear the
ramp off the vehicle when we mowved
That produced an Hi-pound, smbarrass-
ing hump of metal that wasn "t much good
toanybody. It also produced a vehicle that
was deemed unserviceable and a hill for
somebody to pay.

On the other hand, if drvers didn’t
lower their ramps all the way , they still
wound up with a homp of metal an the
gronmd becanse gunners wonld jump an
the tamps, breaking the cable. Tt was
"darmned if yon do, dammed if you don't”

| was working ot a solution to the
prohlem when 1500 Troche, the ald pla-
lewity sergeant, said he had a fix. Taking
abwit six feet of link chain, he attached
eme et te the inside of the hull near the
ramp heok lateh. The ather end he at-
tached to the top of the ramp where the
lateh hookes o the rampe

When he was finished, the drivers eould
emly levwer the ramp b within one foot of
the grond. Mo ramps, therefore, ever
touched the gromnd, so they conldn’t he
toan aff. The chain alsn tonk the stress off
the ramp cable and that meant no mone
broken cables. Infonr years, that platoan
never lost a ramp or hioke a ramp cahle

Time and equipment tricks are one
thing, but noncommmissioned officers
also st guard the weltare of their sol-
diers, The tricks we develop to save their
energies and make lite a little easier often
are an NOO"s mos! inportant contribu-
lion Lo a unit's mission.

Druring field training at Fort Lewis, |
lold my platoon to dig in mortars and o
gandbag e emplaceient. Laler, 1 was
checking the area and found evervone
breaking Wheir bucks lo Gl sand bags,
Evaryene, that is, excepl the troops in
SGT Mike Messer's squad.

While all the other sguads were only
about hall done, Mike's squad was Tin-

ished. I couldn’t believe it. His squad had
the fewest imembers.

He explained that he had taken several
of his camoutlage pales and laid them on
top of some already filled sandbags =0
they loaked like parallel hats. He then
took tour lnghway cones and placed them
upside down between the poles

Atthat point, he had one soldier hald the
sandbags under the cones while the rest of

MO s pessess are thaae that deal with
training. Almask every NCO has some
sort of metnory aid or a visual deviee that
miakes leaming easier.

When training soldicrs to do complex
tasks such as emplacing Claymaore mines,
procedures and sequence aften are as im
prwtant as end results, especially during
cnmman ask raining or expert infantry
hadge testing.

Noancommissioned Officers have a vast store of
knowledge that can’t be found in field manuals but
contributes greatly to their soldiers’ wellare and
the accomplishment of their missions.

the sepiad went to work nsing the cones a3
firnels.

UF course not all tricks wie alimble
acrossare ficld-oricnted. Manysimply are
ways to enbance those things we already
dewell Sometimes, iFaa matter of enaur-
it that we “put our best fool forward.”

A friend of mine, CSM Jerry Pards, told
me of a time when some of his NCOs
brought their DA photes te him. They
were looking for adviee asto whether they
should send them in or net.

In the photographs, the reflection of the
white paper the soldicrs were standing on
made the soleg of thelr shoes lock white. It
gave the viewer the impreasion that the
soleliers had neglected o apply any edge
dhreasing ta their shoea — an indication w
board membera that they hadn't paid ot
tention 1o detail.

Paris” suggestion to his aaldicrs was
that they put edge dressing an the bottom
af their left shoes. This eut down on the
glare fram the paper.

« o« the body of our NCO
knowledge comes from
aur experience and
abilities to build on the
good ideas of athers.

Paris thinks the suggestion made a dif-
teretwce becavse all of his peaple were
selected tor promction.

That doesn’t mean that if vou paint the
bottouns of your shoes that promobion s
automatic, but it doing sowill improve the
guality ol a pholograph ur ncrease sol-
diers' conlidence i ileir appearance then
il's served s purpose,

The greatest munber of tricks that

Memory alds such as “SALUTE” and
“EPORTS™ have worked so well over the
yeara that they have become pant of our
formal military training. But many of us
have developed our own memory nids 1o
help remember complicatzd processas,

In the claymore mine example, SFC
John D" Amaro usas the initial letters of a
short saying to teach soldiers the nlrca-
cies of mine emplacement,

The inidal lemers in the saying. “In
Combat People Always React Really
Fust” equate 10, [=Inventory, C=Chack
cireult, P=Place the mine, A=Amm the
mine, R=Recheck aim, R=Retest circuits
and F=Fire. According to D' Amato. the
saving Is easy to remember and soldiers
remember each of the steps more easily
and longer.

I'm constantly amazed and pleased by
the inventiveneas of NCOs working
around me. [t has taught me that the body
of our MCO knowledge comes fram our
experience and abilides o build on the

zood ideas of others,

Perhaps none of the tricka T've dis
cusacd will be of any help to you. But 1
hope they will encourage you to refine
and share the many ways af doing things
that have made yon the kind of profes-
sianal who geis the mission accom-
phished quickly and expertly.

iy sharing those tricks with athers we
previcke an invaluable tescaree to teeday's
Artry and lay the faundation far the
Mk of temormow, Bl

MG Michge! D Butex huy served in
ntmerans leadership positians, fnclud-
g firest sergeant af a basic training com-
pany ai Fort Dix, NJ. He jusi received u
master’s degree in eduration from Sefan

Hall Universiry,

THE WO JALIRNAL & SUMMPR 1994

21



R R A SRR
B Book Reviews

BRI Huorper & Row,
inLove MY, 1984 o
and war

This hook re-
conmits the lives
of hoth aprisoner
of war in Wiel-
nam and the Fam-
ily hisleft behind.

The authors
alternate writing
chapters, each giving a different perapec
tive. Commander Stockdale, seriously
injuted diring ejection after a mid en
Matth Vietnam, fell captive on Sept. 9,
1965 Diring the enauing sevien and one
half years, he endiired torture, pain from
his injuries and the constant threat of
death. Sybil, meanwhile, worked toforce
the State Department to declare that pris
aners were being tortured.

Stackdale emerges o here (four Silver
Stars and the Medal of Honor), though
bitter about apparent governmental
sbandenment of prisoners. Sybil re-
cetves the US Navy's Distinguished
Public Service Award. No other wife of
an active duty officer had ever received
this award,

The authors offer many ideas thal
could prove useful in preparing soldiers
and their familias for similar situaticns.

From the prisoner's point of view —
prepatation and raining have no substi-
tute. Commander Stockdale and many of
the carly prisoners never received the
training required to make their captivicy
more bearable. He also peints cur the
need for an unwavering faith, in one’s
God, country, and fellow soldiers,

From the family standpoint — Sybil
found suppont in family and friends, but
fenind none inthe public or governmental
sectars. Even her support from military
chanmels waned after the first year.

There are several important mesaages
leaders ean gain from this book. One is
that nur saldiers can survive internment,
buit enly if we trainthem for that posaibil-
ity just aswe train them ta fightand avoid
capture. Anather lesson is that much of
their sirvival dependa on knowing that
their military leaders will eane for and
support the military families in the
soldier's ahsenee

MSG Jelfrey J. Mellinger

By
James Homed
Swchdale and Sybil
B, Stackidale

Knightsbridge Pub-
lishing Co,, 1991,

Muthor Sasson pre
sents two thases,
one apparent, the
other Inferred, The
firat thesia covers
the maln pointofthe

ook ensuring
that the world
knows of Kuwait's plight. She develops and
supports her point by showing the barbarie
actions used by the Irqis, presenting several
true stories of refugees who escaped from
Kuwalt after the invasion,

Each story rallies support for the Euwaiti
cause, Her concem ligs with tha people of
Kuwait who must endure more than simple
aggzression and war. They must deal with the
loss of family, friends, homes, and more
importantly, their homeland.

Anothermessage, however, is quite uppo-
sire the book’s main point. Though Susson is
svmpathetic to the Kuwaitis, she mises is-
sues that question Kuwait's approach w
foreign policy and its nonmilitary altitude,

These facts include a statement aboul

history repeating itself Forces From
Baghdad ceenpied Kiwait diring the Tate
1703 Many of the tragic stories occuming
then were to be repeated some 200 years
later. Additicmally, Kowait failed 1o de-
velap any sort of pretection with it
newtotined wealth

While Irag, ran and Saudi Arabia used
much of their oil money to build military
forces, Kuwalt bullt an unprotected soci-
ey, dependent upon diplomacy, the Arab
ethic of brotherhood, and “contributions™
to the other Arab states.

Liouically, their money returned o them
in the torm of tanks, bullets and armed
troops when lraq invaded the finy king-
dom. It appears Kuwait blindly comtribited
to its own downfall.

At least & couple of lessons may be
gleaned from this book. Though many
people think of the milltary as an offensive
weapon, defense 15 Its primary tenet, A
strong military 15 o deterrent to war, The
Fuwaitl monarchy failad to learn that les-
son after 217 yaars,

MBG Dhavid A Pervschbacher

Random House, MY,
The Threat 1981

mslﬂe;lE the Mr. Coskhurn,
Soviet who has written a

H[lll!l'y' numher of hanks
Hﬂﬂ'lil'lﬂ about Soviel society,
focuses on the nili-
Gy competition be-
tween the Soviets
and  the  United
Statex, He compares the two country’s de-
fense budgels versus Tulure economic
needs. The book tmees e supe power 13-
valry fTom s beginnings dooupl e caly
1960k,

America’s mulilary build-up in Ewope
became necessary immediately following
the end of World War IT amd continued
through the following decades, evenlually
reaching amaximum level in the lute 1570k,

The Soviets, on the other hand, began
shaping their military establishment in re-
gponsa to the Mazi threat in the 1920z and
continued building along their borders into
the early 1980s. As the Cold War pro-
pragsed, the Soviet Union extended i mili-
tary presence into Eastem Burope, Culsa,
South America and the Middle-East.

Although the two counries' activities
appear similar, significant differences be-
come apparent witha closarlock. Although

By
Ancdrew {ockbum

the United States strengthened its malitary
at a steady pace, it never spent as much on
a per capita basis or as a percentage of le
total budget as did the Soviel Union,

A oa result of these expenditures, Uw
econcmies of both vountriessulTered ol
pointthat each country began eaperiencing
domastic problems. The U.S. budpet defi-
cir increased remendously while the So-
viet economy closed in on chaos,

Assoldlers, we too should be concerned
with how the Defense budget affects our
lives. Atthe persenal level, we banefitfrom
military pay but are affected by high prices
resulting from a weakened economy. Like-
wise, rising military costs cause voters (o
fjuestion the need for o strong military.

The authar argues that by mandpulating
threat intelligence the defense establish
menta of hoth countries can “inflate the
military threat posed by the other” to the
detriment of Their own socictics.

Whether o it these arguments ane e,
readers awe it to themaelves to study and
ewaluate Cockburn's cconomic argu
maenis.

The: author feela, and T agree, that in the
futire we will have to carcfully eonsider
the lomg-term impact of defense apending
an the total economy.

MBS Alex J. Skinner
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B NCO Tradition

Backbone of the Army

By Dy Robert 1 Bonilly

Moadoubt abenitit. The 1939 mcvie, “Gunga Din” lsan entertadn
ment classic — the “"Raiders of the Lost Ark™ of its dme. Sturring
Cary Grant, Deniglas Fairhanka Ir., and Victor MeLauglinas three
British sergeants ssrving Queen and Comntry in India, the movie
is lonsely hased nna poem written by Rudyard Kipling, a man who
wrate a lob about men of action — capecially sergeants.

¥em may remember other Kipling storles thar later became
mevie Favorites, tilles auch as “The Man Who Would Be King”
and "Captains Courageous,.”

Bur chances are vou didn’t know that Kipling ie the man who
enined one phrase famillar 1o every soldier, “The NCO is the
hackbone of the Anmy.”

Kipling firstsaid itin 1895, inapoem callad “The “Eathen.” The
pocm, written in a Cockney aceent, contains 19 stanzas. The
famoua phrase about NCOs comes at the end of stanza 18

The “eathen in is Alindness baves down fo wood an’ slone,

"I doar 't nbey no orders unless they s 15 awi.

Pl “enthen in s blidness st end where e began,

fint the backimne af the Armey i the Nor-vommissioned Man!

Tn the decades after the poem first appeared in 1896, Americans
quoted the phrase frequently beeause by then, as a world re
nowned writer, Kipling had married an Ametican woman and was
living in the United States. Firat, the expreasion found a niche in
the American vewabulary, then it began to evalvie into the farm we
kneow toclay .

The poein 15 feally a hallad, ar story, which emphasizes that
discipline and leadershiprare the keystamilitary suceess. Thestory
starts with a descriphion of the hassle endured by trainees.

As the trainees see it

“Tha cruel-ivram-vergeanis they worch St Corf o vear, ™

Bul then the lale turns to discuss how sergeants care for their
e,

A when ir comes ro marchin he ' see their socks wre nighy,
A when it comas 1o aoiion e shovs e how o e,

'E knows thelr wavs of thinkin' and fnse whad s in their mind;
'E ktiows when they are wkin' on an' when ihey 've fell e ind,
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Speaking of the Lravery ol all soldiers,

A now the wgly buliets come peckin' throngh the ds,

At Ho eite wams 1o face ‘e, b every begpar mosi;

Lo, fike a man in trons, which lsn'c plad 1w po,

They moves em off by companles uncommon siff an' slow,
Of all ‘is five years® schoolin " they don't remember mwch
Excep' the nov reireqnin’y the srep un' keepin' ivaci.

I looks like teachin' wested when they duck an’ spread an” 'op
Burif ‘e “adn't learned v they 'd be ol abowt the shop,

About leaders:

"E's just as sick as thev are, is “eary & itka 1o spli,

But e works em, works “em, works ‘em il ke feels ‘em wike the
ik,

Tt vest in ‘oldin sieady 85 the warehfiul bugles play,

An el ey lifts e s e theongh the charge thay wins the
chiv!

The poem ends in a refrain which admonighes:

Keep awiy front dirtiness — keep awiay from mess,

Droan 't ger into doin’ thinge rather-mare-or-lezs!

Ler s hur " core with alg-noy, kil and fazore-he; [Ton’t put things
ulT]

Mind yon beep your rifie an’ panrself jus " mo!

Oipe reason Kipling was such a popular writer, and the reason his
sluties have become motion picture hats, 1s that he was a great story
{eller, Bul bevond that, his stories focused on people who lived by
values lie thooght were imporant: values such as conrage, candar
and cormiimnent o duly,

The neal lime you hear yourselt reterred o as “the bac kbone of
il Arny,” give a thought to the British author with an American
Liride, Maybe even pick upa Kipling book, suchas "Hatrack Ream
Bullacls,” ur “Buldiers Three,” The next time vou go ta the viden
slore loak fur llins of his stories about soldiers in India and enjoy

abiltof Kipling. W

D Roberr H. Bouilly i:; .lft.:’ NCO Historian for the Serveanss
Major deademy.,
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M Lecters to the Editor

What's in a1 Name?

Why do wetreat each other as a numerieal
wheel ina giand machine? We don tdescribe
an infantry officer, an artillery officer, or a
doctor by a numerical code. Then why
should MOy be called 118s ) 130s o 91 Hs'

I'he MO Cotpa should get away from the
“MOS Sindrome, ™ NCOs are light Dphiens,
lank drivers, medhcs, engineers, and so on.
We should refer 1o ourselves and request
others o refer o us in such tenns, NODs
mst show pride in our profession and nat
walt far officers o make this chanpge in cur
way ul doing business,

The Chicf of Staff ended the reference o
MNCOs by “E” grade. With the end of the “E*
grade fitle i conversation, soldiers received
the recognitionthey deserved as sergeants or
staff serpaanis, ele.

The place ta slart is within the Noncom-
missloned Officers Education System. Each
level of NOOES should end e use of MOS
cowles in eomversation. Senior NCOs should
begin the process through Nencemmis-
sioned Officer Development Programs
(NCOPDNand on the spot correction intheir
daily activilies, _

Pride n owr branches, our tasks aind cnr
cemtribution o the total mission enhances
professionalism. WCOs deserve the recog-
nition fromn air peers, siubordinates and the
officer corps for the tasks we perform, The
Nomconmissioned Officer Corps is ool a
callechion af sacial securty numbers ar al-
pha numerlc codes, It is a proud group of
professionals who should be refened o as
the l=aciers they are.

MSG Willlam C. Lawrence
Forl Lewis, Wash.

In Praise of the FSC

Tust finished reading the first ssie aof the
"MCO Joumal™ and T muost say 1 was im
prassed. NCOs now have a forum that al-
lovws us toexchange ideas and tolear toom
each others” experences.

Beinga recent first saTpeant course pradu-
ale, I 1ead SGM Dan Murphy's article en-
titled “MOOES and Soldier Retention in a
smaller Army™ with great interest.

YWes, I vwnderstand the PS5C is not an
MNCOES course but it decs deserve com-
ment. The course coverad a multitude of
lopics that nob andy first sergeants need ta
knonw, but senior MOCOs in general. The FSC
was etructured 1o allow open discussions
between class members. The kmowledge
gained here was tremendous, Cur elass

ranged from infantry leaders to food serviee
first serzeants, and we all learned from each
ol

Open exchanpes between leaders i an
important leaming aspact of our NCO
couises. Even though the MOGs are the
game in BMOOC and ANCOC, the various
unit axperiences MCOe can share widy each
other are inpoatant

If the Army°s senior leaders must raduca
(e lengll of resident traiaing, T lupe they
eongider the warth of NCO interaction and
the fact that thie iz something vou can'l
package as “distribotive media ™

Turge my fellow NCGs te contribute their
expenences Lo our publicalion — itis for e
protessiomal MO (is there any other®) 'm
alecady looking forward to the next Issue,

156G J. Huleapfel
Lanisville MEIS

NCOES Selection Process

SGM Murphy's anicla, “NCOES and
Soldier Relention ura Suraller Aaoy " inthe
Speing 1991 isaue of The MCOWJournal hit
a heme run when he said wainers reutinely
lold USASMA peisone] they did nob be-
liewe the right saldiers were getting ta NCO
Academies, While [ agree with everything
huat SGM Mur pliy said i s issue, | eel he
left & lot unaaid abeut NCOES and the
galaction process,

Yes, the ullumate decision as to who at-
lenda MCOES isuptothe Commandera, but
we, as senior noncommissioned cfficers,
need fo gt deeply mvolved mthis processto
ensire that the soldicrs we aeleet for atlen-
dance to PLDC and BKCOC are successes
and nod Failures,

First, let's ensure the two very baaic erite-
ria are met. One, do our scldiers meel the
weipht requirements and can they passa 1710
lest?

Are we success[ul with this? Yes, il we
setile for only 95 percent successtul when
the standard ia 100 percent.

Tha next item wa should be locking forin
leaders is the curpent level of their traioning ac
the unit. Are they really trained wp ta stan-
dards in all those common ekill meke we
clabn they canpenfonn? Yes, invouconsicde
a present four pereent attrilion rate in map
reading and land navigation o be a success
when our standards shonld be zero percent-
age attrition.

Now, we need o look at the soldier and
detenmine two more very unportant things
that scem to be overlocked in a lot of cascs.
Ome, are thesesoldiers really motivated tobe

noncommissioned officers, and do they re
ally wanttobe in PLDC, Ouly [Nrst sergeants
and platoem sergeants can make this cut
beeause they are the ones who should know,
Yel, there is a vonslanl one o wo percent
attrition rate at our academies. Second, da
the soldlers have self discipline and those
wtlier atbributes reguived to be poncommis-
sichied afficers?

If wa as firet line leaders, plaloon ser-
geants and tirst sergeants really screened onr
soldiers, then there wouldn't be a two 10
thiree percent allrilion rale for punitive mea-
sires. Sn novw, where are we? Well, if you
add up all these percaniages, you come up
will a whopping ten o fourteen percent
altrition rate every time we conduct a PLOC
or BNCOC class.

These percentages vary thronghout the
academica But, my point is, why do we lose
even one soldier during these prolessional
develapment conrses? Hecanse, in some
cases, we ns lenders and officers don'i ke
the time and really gel mvolved and cae
about cur noneommissioned afficer selee-
tion process for our NCOES and develop-
ment of our fubwe leaders.

The hattom line iawe colleetively need o
ger on the ball and ger invelved with the
selection provess for KCOES and ensure we

are sending the right peaple to schoal, Get
out there and make it happen, Want ol

USM Hichard 1L Kidd

Fort Lewis, Wash.,

Reservations about Journal

After reading the first issue of the journal,

[ have some reseryations about the publica
tion. v irst concen s Ueat iU will boasically
be used by students of the Sergeants Major
Academy. USASMA is the only NCOES
school which plaves emnphasis on wiiting,
e average NOLY in the field has enly
limitad experience with writing in the form
of letlers (o home, cowseling statements
and NODE RS,

The other concern that Thave isthe type of
articles which might appear m this publica-
tion. More arficles should be peared towarnds
what the NCOHfaces daily, i.c.; tralning hints
and methode, leadership styles, and scldier-
g by general, OfF all the articles in this
publication, only twao caught my atention:
“Back to the Fuiure," which shows us tleat
priohlems we tace now are the same as AKX
vears ago, and “Writers Wanted,” which
gives helpful hinls 1o a nel-so-polished
wriler.

SFC Terry L. Logsdom
Seneca Army Depot
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A
Soldier’s
Request

Treat me with respect, Sergeant,
For no heatt in all the world is more loyal than the heart
of an American soldier.

Dia not break my spint with your words, Sergeant,
For tho I will do what you demand, your guidance, patience,
uned understanding will more quickly teach me to “De, Know, and Do."

Speak with me often, Sergeant, I'or the praise and counscling you give is expected.
I am an Ametican Soldiet, expecting 1o be trained. Discipline must be n part of my life.

_ Train me for the clements, Sergennt.
For I must leamn to fight amd win in the heat, the cold, the wet, and the desert,
Those who would be our enemies will use these elements. I must be prepared.

| sk no greater elory, Sergeant, than to defend our country and our way of life, against all
enemies, both foreign and domestic. Allow me that privilege, Sergeant . .. train me.

Provide me the necessities of food and drink, Sergeant.
Train me to be self sufficient, that I may lead the way, and stand ready, willing,
and able to protect you, with my life if necessary, should your life be in danger.

Train me, Sergeant, that one day 1 too can be called Sergeant, trainer of soldiers,
the backbone of the Armry. Train me (o aceepl those responsibilities that are youts,
Train me {0 rin my sokdiers (o be the greatest defenders of freedom in the world.

Sergeant, train me to be a Sergeant.
I shall leave this Army knowing, with my last step and my last breath,
that my fate was always safest in your hands.

Sergeant, train me,
That I too can eamn the title “Sergeant.”

Frank M. McMahon
Sergeant Major




Introducing The NCO Journal

A Quarterly Forum for Professional Development

The NCO Joumal is dedicated to the noncommis-
sioned officer. Our goal is to further the profes-
sional growth of NCOs by providing an open
forum where you can raise questions, seek advice
and offer solutions to shared problems.

Lo i R TR
| self pevelopment

Back to the Future

Preparing for the Storm
Enlisted Leadership in Action

We offer:

+ A Wealth of Experience — the collective
knowledge and wisdom of “an army™
of NCOs.

+ Guidance — advice formulated by those
who’ve “been there™ and seen what
does and doesn’t work.

4+ Ideas — thoughts and principles open
to the examination of a demanding
readership.

4+ Opinion — an outlet for creative,
constructive thought, meant to connect all
levels of NCO education and experience,

The NCO Corps has a great repository
of information to share within itself.
The NCO Journal provides the means
to make that happen.

But how well we do our job depends a
lot on how you use and

support the Journal,

First, if we have challenged
you or provided a useful
tool, be sure to pass it on,

Where you have experi-
enced a success, share it

with others by writing us a
letter or article telling us how
you did it. And when we're
wrong, be quick totellus. ¢

The Journal, the NCO *
Corps, the Army — and

you the writer — will

be better because of

your contribution.





